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Issue	  of	  study:	   In	   the	   complex	   and	   ever	   changing	   business	  environment	   of	   today,	   the	   need	   for	   continuous	  improvements	   (CI)	   in	   organizations	   is	   widely	  recognized.	  While	  quality	  concepts	  such	  as	  Six	  Sigma	  and	   Lean	   come	   and	   go,	   the	   implementation	   of	  continuous	   improvement	   programs	   is	   suggested	   to	  create	   a	   more	   sustainable	   approach	   by	   integrating	  small	   improvements	   in	   the	   everyday	   work	   life	   and	  culture	  of	  organizations	  (Ahlström,	  2015).	  
 C2	   Management,	   a	   Stockholm-­‐based	   consultancy	  firm	   specializing	   in	   continuous	   improvements,	   has	  observed	   large	   differences	   in	   how	   well	   their	  customers	   succeed	   in	   implementing	  CI	   programs	  as	  part	   of	   their	   quality	  management	   initiatives.	   A	   pre-­‐study	   of	   data	   from	   their	   customers	   confirmed	   this	  observation.	  This	  raises	  questions	  about	  what	  drives	  the	   successful	   implementation	   of	   continuous	  improvements	  programs? 
 A	   literature	   study	   of	   factors	   for	   successful	  implementation	   of	   CI	   programs	   resulted	   in	   a	   list	   of	  activities	   crucial	   to	   CI.	   When	   asking	   four	   case	  companies	   what	   activities	   they	   perform	   in	   their	  work	  with	  continuous	   improvement,	   to	  some	  extent	  they	  all	  conduct	  most	  of	  the	  activities	  on	  the	  list.	  This	  raises	   further	   questions	   about	   successful	  implementation.	   Perhaps	   it	   is	   not	   about	   what	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managers	  do,	  rather	  about	  how	  they	  do	   it?	   	  As	  Kaye	  and	   Anderson	   (1999)	   states	   that	   leadership	   by	   all	  managers	  is	  an	  important	  driver	  for	  maintaining	  and	  implementing	   successful	   CI	   programs,	   the	  connection	  between	   leadership	  and	  CI	   is	   interesting	  to	   investigate.	   This	   study	   will	   use	   the	   Path	   Goal	  model	   to	   investigate	   the	   potential	   connection	  between	  CI	  and	  leadership. 	  
Purpose:	   	  The	   purpose	   of	   this	   study	   is	   to	   complement	   the	  theory	  of	  continuous	  improvements	  by	  investigating	  the	  potential	   connection	  between	  CI	   and	   leadership	  using	  the	  Path	  Goal	  model.	  	  
Methodology:	   A	   deductive	   approach	   and	   qualitative	   method	   was	  used	  in	  this	  study.	  The	  study	  was	  conducted	  in	  three	  parts.	  Part	  one	  was	  performed	  as	  a	  pre-­‐study	  to	  find	  the	  purpose	  of	  this	  study.	  Analyzing	  CI	  data	  from	  29	  case	   companies,	   reviewing	   literature	   on	   CI	   to	   find	  activities	   for	   successful	   implementation	   of	   CI	  programs	   and	   conducting	   semi-­‐structured	  interviews	  in	  four	  of	  these	  companies.	  Furthermore,	  a	   leadership	   model	   for	   CI	   was	   selected	   in	   order	   to	  analyze	   the	   connection	   between	   CI	   and	   leadership.	  	  In	  part	  two,	  a	  case	  study	  was	  conducted	  investigating	  leadership	   styles	   in	   the	   four	   case	   companies	   using	  surveys.	  The	  results	  from	  the	  case	  study	  formed	  two	  hypotheses.	   In	   part	   three	   these	   hypotheses	   were	  tested	   using	   a	   triangulation	   survey	   for	   a	   larger	  population	  of	  companies. 	  
Conclusions:	   	  The	   conclusions	   of	   this	   study	   indicate	   that	  leadership	  providing	  employees	  with	  motivation	  is	  a	  key	   factor	   affecting	   the	   success	   of	   CI	   program	  implementation.	  Furthermore,	  companies	  successful	  in	  CI	  seem	  to	  have	  many	  leadership	  styles	  present	  in	  their	   organizations,	   compared	   to	   companies	   less	  successful	   in	   CI	   that	   seem	   to	   have	   no	   distinct	  leadership	  styles.	  Therefore,	  indicating	  that	  a	  diverse	  leadership	   behavior	   is	   another	   key	   factor	   for	  successful	   CI.	   Additionally,	   this	   study	   contributes	  with	   empirical	   evidence	   supporting	   the	   Path	   Goal	  model. 	  
Key	  words:	   	  Continuous	   improvements,	   CI,	   Path	   Goal	   model,	  Leadership	  styles,	  Quality	  management. 
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1.	  Introduction	  	  
The	   introduction	  gives	   a	   brief	   overview	  of	   the	   role	   that	   continuous	   improvement	  
plays	   in	   the	   business	   landscape	   and	   its	   relation	   to	   other	   quality	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
concepts.	  Furthermore,	  the	  partner	  company	  C2	  Management	  and	  their	  business	  is	  
introduced.	   Followed	   by	   a	   problem	   statement	   that	   highlights	   the	   importance	   of	  
leadership	  in	  continuous	  improvements,	  the	  purpose	  and	  research	  questions.	  Last,	  
deliverables	  and	  delimitations	  are	  handled.	  	  
1.1	  Background	  In	   the	  complex	  and	  ever	  changing	  business	  environment	  of	   today,	   the	  need	   for	  continuous	  improvements	  (CI)	  in	  organizations	  is	  widely	  recognized	  (Bessant	  et	  al.,	   2001).	   As	   the	   competition	   intensifies,	   there	   is	   not	   only	   a	   need	   to	   improve	  quality	   or	   service,	   but	   also	   to	   improve	   work	   methodology	   and	   employee	  performance	   (Tsang	   &	   Antony,	   2001).	   Bhuiyan	   &	   Baghel	   (2005)	   defines	  continuous	  improvements	  as:	  	   “…a	  culture	  of	  sustained	  improvement	  targeting	  the	  elimination	  of	  waste	  in	  all	  systems	  and	  processes	  of	  an	  organization.	  It	  involves	  everyone	  working	  together	  to	  make	  improvements	  without	  necessarily	  making	  huge	  capital	  investments.”	  	  CI	  is	  a	  quality	  management	  concept	  that	  originates	  from	  the	  manufacturing	  industry,	  and	  has	  grown	  into	  a	  tool	  that	  can	  be	  applied	  in	  any	  industry	  and	  organization	  including	  service	  industries	  and	  the	  public	  sector	  (Bhuiyan	  &	  Baghel,	  2005;	  Fryer,	  2007).	  According	  to	  Ahlström	  (2015),	  consultant	  at	  C2	  Management,	  concepts	  such	  as	  Six	  Sigma	  and	  Lean	  have	  been	  trends	  amongst	  within	  quality	  management;	  CI	  program	  implementation	  creates	  a	  more	  sustainable	  approach	  by	  integrating	  CI	  into	  the	  everyday	  work	  life	  and	  culture	  at	  companies.	  Theory	  of	  CI	  suggests	  that	  it	  is	  the	  many	  and	  small	  incremental	  improvements	  that	  generate	  large	  effects	  on	  the	  business	  success	  (Ahlström,	  2011).	  CI	  tools	  has	  proved	  to	  reduce	  process	  variation	  and	  improved	  critical	  business	  processes,	  generating	  savings	  to	  the	  bottom	  line	  of	  organizations	  (Antony,	  2004).	  	  A	   company	   that	  has	   implemented	  a	  CI	   tool	   in	  a	  wide	   range	  of	  organizations	   in	  various	   industries	   is	   C2	   Management,	   a	   Stockholm-­‐based	   consultancy	   firm	  specializing	  in	  continuous	  improvements.	  C2	  Management	  has	  developed	  System	  C2TM,	  an	   IT-­‐system	   that	   creates	  a	   simple	   structure	   for	   companies	   to	  work	  with	  CI.	   The	   system	   logs	   all	   improvement	   initiatives,	   deviations,	   complaints	   and	  customer	  feedback	  as	  well	  as	  statistics	  on	  employee	  involvement	  and	  number	  of	  initiatives	   per	   year.	   C2	   Management	   also	   helps	   their	   clients	   to	   involve	   all	  employees	   in	   the	   process	   of	   CI	   by	   creating	   a	   culture	   promoting	   improvement	  initiatives	  (C2	  Management,	  2015).	  
	  One	   customer	   of	   C2	   Management	   is	   the	   Electrical	   Contractors	   Organization	  (EIO).	   EIO	   members	   are	   electrical	   contractor	   firms	   all	   over	   Sweden.	   Some	   of	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them	   use	   the	   EIO-­‐Q	   quality	   management	   system	   provided	   by	   EIO	   and	   have	  thereby	   implemented	   System	   C2TM	   and	   continuous	   improvements	   in	   their	  organizations.	  When	  looking	  at	  statistics	  over	  the	  number	  of	  CI	  suggestions	  per	  employee	   and	   the	   involvement	   rate,	   some	   EIO-­‐Q	   companies	   have	   succeeded	  significantly	   better	   than	   others,	   implementing	   continuous	   improvements	   as	   a	  part	  of	  their	  quality	  management	  initiative.	  This	  raises	  the	  question:	  what	  drives	  
the	  successful	  implementation	  of	  continuous	  improvements	  programs?	  	  Ramström	   and	   Stridh	   (2008)	   and	   Kaye	   and	   Anderson	   (1999)	   have	   collected	  activities	   crucial	   for	   successful	   implementation	   of	   CI	   programs	   from	   a	   wide	  range	   of	   sources.	   Ranging	   from	   goal	   setting	   to	   employee	   empowerment	   and	  rewarding	   success,	   many	   of	   these	   activities	   are	   performed	   by	   managers	   and	  leaders	   in	   organizations.	   Further,	   Kaye	   and	   Anderson	   (1999)	   states	   that	  leadership	   by	   all	   managers	   is	   an	   important	   driver	   for	   maintaining	   and	  implementing	   successful	   CI	   programs.	   Bessant	   et	   al.	   (2001)	   also	   describes	   the	  importance	   of	   involving	   all	   employees	   in	   a	   process	   of	   continuous	   and	  incremental	  problem	  solving	  (Bessant	  et	  al.,	  2001).	  Collins	  (1999)	  agrees	  that	  to	  achieve	  greatness,	  organizations	  need	  to	  allow	  their	  employees	  to	  do	  unexpected	  things,	   to	  take	  initiative	  and	  being	  creative.	  This	   is	  also	  supported	  by	  Robinson	  and	   Schroeder	   (2014),	  whom	  describe	   that	   employees	  without	   executive	   titles	  make	  80	  %	  of	  all	  improvements	  initiatives.	  	  	  When	  asking	  4	  case	  companies	  connected	  to	  EIO-­‐Q	  what	  activities	  they	  perform	  in	   their	   work	   with	   continuous	   improvement,	   to	   some	   extent	   they	   all	   conduct	  almost	   all	   of	   the	   activities	   suggested	   by	   Kaye	   and	   Anderson	   (1999)	   and	  Ramström	   and	   Stridh	   (2008).	   At	   the	   same	   time,	   these	   companies	   perform	  unequally	  well	   on	   the	   number	   of	   improvement	   suggestions	   per	   employee	   and	  involvement	  rate.	  This	  raises	  new	  questions:	  why	  do	  some	  succeed	  while	  some	  do	  
not	   when	   they	   all	   conduct	   the	   same	   activities	   that	   are	   supposed	   to	   make	   them	  
successful?	  Is	  it	  not	  about	  WHAT	  managers	  do;	  is	  it	  rather	  about	  HOW	  they	  do	  it?	  Is	  
leadership	  an	  important	  factor	  in	  succeeding	  with	  continuous	  improvements?	  	  	  To	  define	  and	  measure	   leadership	   for	  successful	   implementation	  of	  continuous	  improvement	  programs	  a	  leadership	  model	  that	  can	  be	  applied	  in	  the	  CI	  setting	  is	  needed.	  Leadership	   is	  a	  widely	  studied	  phenomenon	  which	  researchers	  have	  studied	  and	  conceptualized	  from	  a	  wide	  range	  of	  theoretical	  perspectives,	  using	  various	   theoretical	   models	   (Northouse,	   2013).	   As	   successful	   CI	   programs	  succeed	   with	   involving	   and	   motivating	   all	   employees	   to	   participate	   in	  improvement	  work	  (Bessant	  et	  al.,	  2001,	  Fryer	  et	  al.,	  2007,	  Ramström	  &	  Stridh,	  2008,	  Robinson	  and	  Schroeder,	  2014),	  a	  leadership	  model	  including	  motivation	  as	   a	   key	   factor	   is	   sought	   after.	   Furthermore,	   the	   model	   needs	   to	   be	   able	   to	  describe	   leadership	   using	   certain	   characteristics	   in	   order	   to	   find	   patterns	   of	  leadership	   that	   is	  more	  or	   less	   effective	   in	   the	  CI	   setting.	  The	  Path	  Goal	  model	  suggests	   that	   leadership	   style	   needs	   to	   be	   matched	   to	   the	   task	   and	   employee	  characteristics	  in	  order	  to	  create	  motivation	  for	  the	  employees.	  The	  theory	  offers	  insights	   that	   can	   be	   applied	   in	   an	   ongoing	   setting	   to	   improve	   effectiveness	   of	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leadership	   in	   various	   work	   settings	   (Northouse,	   2013).	   Hence,	   the	   Path	   Goal	  model	   has	   the	   potential	   to	   capture	   the	   characteristics	   of	   effective	   leadership,	  creating	  motivation	  for	  the	  employees	  to	  work	  and	  succeed	  with	  CI.	  As	  the	  Path	  Goal	   model	   is	   only	   partially	   supported	   by	   empirical	   research,	   this	   study	   can	  contribute	   by	   providing	   support	   for	   the	   model	   and	   increase	   its	   validity.	   This	  study	  will	   therefore	   take	  a	   cross-­‐disciplinary	  approach,	   exploring	   the	  potential	  connection	   between	   leadership	   and	   continuous	   improvements	   using	   the	   Path	  Goal	  model.	  	  	  
1.2	  Purpose	  The	   purpose	   of	   this	   study	   is	   to	   complement	   the	   theory	   of	   continuous	  improvement	   by	   investigating	   the	   potential	   connection	   between	   continuous	  improvement	  and	  leadership	  using	  the	  Path	  Goal	  model.	  	  
1.3	  Research	  Questions	  1. What	  factors	  of	  leadership	  are	  important	  in	  order	  to	  succeed	  with	  continuous	  improvements?	  2. What	  patterns	  of	  leadership	  exist	  in	  companies	  that	  are	  successful	  and	  less	  successful	  in	  continuous	  improvements?	  	  
1.4	  Deliverables	  The	  goal	  of	  this	  study	  is	  to	  contribute	  to	  both	  practitioners	  as	  well	  as	  academics.	  The	   main	   deliverable	   is	   a	   report	   for	   the	   University	   created	   according	   to	  academic	   requirements.	   The	   study	   will	   also	   contribute	   to	   practitioners	  implementing	   CI	   programs	   by	   creating	   new	   insights	   on	   how	   to	   improve	   their	  work	  with	   continuous	   improvements,	  by	  emphasizing	   the	  potential	   connection	  between	  leadership	  and	  CI.	  	  	  
1.5	  Delimitations	  The	   selection	   of	   the	   study	   is	   delimited	   to	   a	   pre-­‐determined	   number	   of	   29	  Swedish	   electrical	   contractor	   firms	   connected	   to	  EIO.	  All	   of	   the	   companies	  use	  System	  C2TM	  and	  work	  with	  continuous	   improvements.	  Through	   this	   limitation	  the	   study	   only	   includes	   SME-­‐companies	   with	   between	   10-­‐150	   employees	   that	  operate	  within	  the	  service	  sector.	  	  	  	  
1.6	  Resources	  The	   authors	   are	   two	   students	   with	   cross-­‐disciplinary	   backgrounds.	   Johanna	  Gustafsson	   is	   an	   Engineering	   Physics	   student	   and	   has	   complemented	   her	  education	   with	   studies	   within	   Business	   Administration.	   Paulina	   Hornay	   has	   a	  degree	   within	   Business	   Administration	   and	   has	   also	   been	   enrolled	   at	   many	  technical	   courses	   within	   logistics	   and	   mathematics.	   Both	   of	   the	   authors	   have	  good	  knowledge	  within	  the	  area	  business	  strategy	  and	  leadership.	  This	  study	  is	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performed	  as	  a	  master	   thesis	  at	   the	  Technology	  Management	  program	  at	  Lund	  University.	  	  	  	  The	   three	   supervisors	   available	   have	   different	   backgrounds	   and	   will	   give	  feedback	  on	  different	  aspects	  of	  this	  study.	  Stein	  Kleppestø	  at	  the	  department	  for	  Business	   Administration	   at	   Lund	   University	   School	   of	   Economics	   and	  Management	   will	   provide	   insight	   in	   research	   methodology	   and	   leadership	  theories.	  Peter	  Berling	  at	  department	  of	  Industrial	  Management	  and	  Logistics	  at	  the	  Faculty	  of	  Engineering,	  LTH,	  at	  Lund	  University	  has	  been	  supervising	  many	  master	  theses	  before	  and	  will	  provide	  input	  on	  research	  methodology	  as	  well	  as	  quality	   management	   theories	   and	   continuous	   improvements.	   Ola	   Ljunggren	  Bergeå	   is	   a	   consultant	   at	   C2	  Management	   and	  will	   provide	   the	   authors	  with	   a	  more	   hands-­‐on	   approach	   to	   continuous	   improvements	   and	   examples	   of	   best	  practices	  used	  by	  companies	  who	  has	  implemented	  continuous	  improvements	  in	  their	   daily	  work.	   Ljunggren	   Bergeå	   is	   also	   accustomed	   to	   System	   C2TM	   and	   its	  implementation	  and	  utilization	  in	  organizations.	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2.	  Theory	  
	  
The	  following	  chapter	  will	  give	  an	  overview	  of	  continuous	  improvements	  (CI)	  and	  
its	   connection	   to	   leadership.	   A	   list	   of	   themes	   of	   activities	   that	   are	   important	   for	  
successful	  CI	  creates	  an	  understanding	  of	  what	  needs	  to	  be	  done	  by	  managers	  and	  
employees	  to	  succeed	  with	  CI.	  Furthermore,	  after	  an	  overview	  of	  leadership	  theory,	  
the	  Path	  Goal	  model	   is	   chosen	   to	   describe	   leadership	   in	   the	   context	   of	   CI.	   This	   is	  
followed	  by	  a	  more	  comprehensive	  description	  of	  the	  Path	  Goal	  model.	  	  	  	  	  	  
2.1	  Continuous	  Improvements	  
This	   section	   will	   give	   an	   introduction	   to	   continuous	   improvements	   (CI)	   and	   the	  
process	  of	  CI.	  Furthermore,	  the	  literature	  study	  of	  important	  activities	  to	  succeed	  in	  
CI	  program	  implementation	  will	  be	  presented.	  
2.1.1.	  An	  Introduction	  to	  Continuous	  Improvements	  Continuous	   improvement	   (CI)	   is	   a	   process	   of	   small	   incremental	   improvements	  or	  radical	  changes	  as	  a	  result	  of	  innovative	  ideas	  or	  new	  technology.	  Most	  often	  the	  many	  incremental	  improvements	  lead	  to	  larger	  improvements	  over	  time.	  CI	  tend	  to	  be	  used	  as	  a	  general	   term	  related	  to	  quality	  concepts	  such	  as	  TQM	  and	  lean	  manufacturing	  as	  well	   as	   the	   Japanese	  principle	  of	   improvements,	  Kaizen.	  To	  achieve	   improvements,	   tools	   and	   techniques	   are	  used	   to	   find	  and	  minimize	  waste	  and	  deal	  with	  the	  root-­‐cause	  of	  problems.	  (Bhuiyan	  &	  Baghel,	  2005)	  CI	  has	  many	   definitions,	   some	   of	   them	   more	   comprehensive	   than	   others.	   In	   their	  overview	   of	   the	   field	   of	   CI,	   Bhuiyan	   and	   Baghel	   (2005)	   presents	   a	   few	   of	   the	  definitions	  that	  have	  been	  used	  over	  the	  years	  as	  well	  as	  their	  own	  definition:	  	   ”We	  define	  CI	  more	  generally	  as	  a	  culture	  of	  sustained	  improvement	  targeting	  the	  
elimination	  of	  waste	  in	  all	  systems	  and	  processes	  of	  an	  organization.	  It	  involves	  
everyone	  working	  together	  to	  make	  improvements	  without	  necessarily	  making	  
huge	  capital	  investments.”	   (Bhuiyan	  &	  Baghel,	  2005)	  	  A	   general	   definition	   of	   CI	   was	   chosen	   in	   this	   study	   to	   demonstrate	   the	  complexity	  of	  applying	  CI.	  All	  parts	  of	  the	  organization	  should	  be	  included	  in	  CI	  work,	  involving	  all	  employees	  and	  it	  must	  be	  sustained	  over	  time.	  	  	  In	   order	   to	  understand	   the	  process	   of	   CI,	   there	   is	   a	   need	   to	   know	  what	  drives	  improvements.	   Kaye	   and	   Anderson	   (1999)	   suggests	   a	   model	   that	   provides	   an	  overview	  of	  the	  process	  of	  CI,	  its’	  enablers	  and	  drivers,	  see	  appendix	  1.	  In	  order	  to	   generate	   CI,	   a	   foundation	   that	   have	   certain	   enablers	   need	   to	   be	   in	   place;	   a	  culture	   of	   CI	   and	   innovation,	   employee	   involvement	   and	   empowerment,	  integration	  of	  CI	  activities	   in	   the	  daily	  work	  as	  well	  as	  a	   focus	  on	  best	  practice	  and	   critical	   processes	   in	   the	   quality	   management	   system.	   Kaye	   and	   Anderson	  (1999)	  suggests	  that	  the	  result	  of	  CI	  is	  affected	  by	  fundamental	  drivers	  as	  these	  are	  needed	  in	  order	  to	  sustain	  CI	  over	  time;	  stakeholder	  focus,	  measurement	  and	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feedback	   systems,	   learning	   from	   results	   and	   in	   particular	   commitment	   from	  senior	  management	  (Kaye	  &	  Anderson,	  1999).	  	  
2.1.2	  Activities	  Performed	  by	  Management	  and	  Leaders	  for	  Successful	  CI	  Kaye	   and	   Anderson	   (1999)	   and	   Ramström	   and	   Stridh	   (2008)	   have	   collected	  activities	   for	   successful	   implementation	   of	   CI	   programs	   from	   a	   wide	   range	   of	  sources,	  see	  appendix	  2	  for	  a	  detailed	  list	  of	  activities.	  Leaders	  and	  managers	  in	  organizations	   perform	   many	   of	   these	   activities,	   which	   according	   to	   Kaye	   and	  Anderson	  (1999)	  are	  a	  mix	  of	  drivers	  and	  enablers	   for	  CI.	  To	  understand	  what	  focus	  points	  are	   important	   in	  order	  to	   implement	  and	  maintain	  CI	  programs	   in	  an	   organization,	   the	   activities	   of	   Ramström	   and	   Stridh	   (2008)	   and	   Kaye	   and	  Anderson	  (1999)	  have	  been	  grouped	  under	  the	  following	  13	  themes	  below.	  	  	  	  1.	  Goals	  Create	  common	  goals	  for	  employees	  working	  with	  CI,	  these	  should	  be	  visualized	  and	   active	   work	   with	   CI	   should	   be	   implemented	   (Ramström	   &	   Stridh,	   2008).	  Goals,	  plans	  and	  individual	  objectives	  should	  be	  set	  by	  senior	  management	  and	  timely	  reviewed.	  Success	  factors	  linked	  to	  the	  vision,	  mission	  and	  business	  plans	  should	   be	   identified.	  The	   leaders	   should	   create	   challenges	   for	   their	   employees	  and	  managers	   are	   typically	  motivated	   by	   a	   higher	   purpose	   (Kaye	  &	  Anderson,	  1999,	  Ramström	  &	  Stridh,	  2008).	  	  	  	  	  	  	  	  	  2.	  Teamwork	  Leaders	  should	  promote	  teamwork	  by	  eliminating	  barriers	  such	  as	  hierarchical,	  functional	   and	   personality	   clashes	   as	   well	   as	   conduct	   reviews	   of	   team	  effectiveness	   (Kaye	   &	   Anderson,	   1999).	   Team	   leaders	   should	   be	   delegating,	  provide	  guidance	  and	  sustain	  communication	  between	  employees	  (Ramström	  &	  Stridh,	  2008).	  	  3.	  Leadership	  Leaders	   should	  motivate	   why	   CI	   is	   important	   through	   spreading	   commitment	  and	   knowledge	   about	   CI.	   To	   accomplish	   this,	   leaders	   should	   lead	   by	   example,	  participate	   in	   CI	   work	   and	   invest	   time	   in	   creating	   good	   relations	   to	   the	  employees.	  Leaders	  should	   lead	   towards	  company	  goals.	  However,	   they	  should	  ask	   employees	   for	   ideas	   and	   problems	   that	   arise,	   and	   include	   these	   input	   in	  decision-­‐making.	  (Ramström	  &	  Stridh,	  2008)	  	  	  4.	  Training	  and	  education	  Leaders	   should	   be	   educated	   in	   how	   to	   manage	   their	   employees	   by	   attending	  courses	   (Kaye	   &	   Anderson,	   1999;	   Ramström	   &	   Stridh,	   2008).	   Furthermore,	  employees	   should	   also	   attend	   courses	   to	   increase	   their	   competencies,	   increase	  creativity	  and	  develop	  personally	  as	  this	  is	  important	  for	  CI	  (Ramström	  &	  Stridh,	  2008).	  Managers	  should	  be	  trained	  in	  the	  general	  concept	  of	  quality	  and	  CI	  and	  establish	  mechanisms	  to	  identify	  and	  review	  the	  need	  for	  training	  among	  staff	  as	  well	  as	  to	  evaluate	  the	  outcomes	  of	  training	  courses	  (Kaye	  &	  Anderson,	  1999).	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5.	  The	  learning	  organization	  Leaders	   should	   create	   a	   learning	   environment	   by	   actively	   promoting	  organizational	  and	  individual	  learning.	  Both	  management	  and	  employees	  should	  share	  experiences	  by	  participating	  in	  regular	  briefings	  (Kaye	  &	  Anderson,	  1999).	  The	  leaders	  should	  highlight	  successful	  examples	  of	  CI	  in	  such	  briefings	  (Kaye	  &	  Anderson,	   1999;	   Ramström	   &	   Stridh,	   2008).	   Also	   collaboration	   with	   other	  departments	  can	  be	  done	  through	  work	  rotations	  (Ramström	  &	  Stridh,	  2008).	  	  	  6.	  Measurements	  and	  results	  Leaders	  should	  establish	  mechanisms	  to	  identify	  success	  in	  CI	  work	  at	  all	  levels;	  however,	   these	  should	  not	  only	   focus	  on	   financial	  variables	   (Kaye	  &	  Anderson,	  1999).	   Success	   can	   be	  measured	   by	   implementing	   key	   performance	   indicators	  (KPIs)	   for	   CI.	   These	   should	   be	  measured	   regularly	   and	   performance	   reviewed	  and	  deviations	  noted	  (Ramström	  &	  Stridh,	  2008).	  	  	  7.	  Encouragement	  and	  rewards	  Leaders	   should	   encourage	   and	   celebrate	   good	   results.	   Rewards	   should	   be	  provided,	  however,	  no	  individual	  financial	  rewards	  should	  be	  made	  (Ramström	  &	  Stridh,	  2008).	  	  	  	  	  8.	  Communication	  and	  feedback	  systems	  Leaders	   should	   display	   and	   visualize	   results	   of	   measurements,	   to	   make	  employees	  aware	  of	   the	  current	  performance	   level	  (Ramström	  &	  Stridh,	  2008).	  Leaders	   should	   implement	   mechanisms	   that	   identify	   and	   give	   feedback	   to	  further	   develop	   best	   practices.	   Success	   as	   well	   as	   poor	   results	   should	   be	  communicated	   to	   employees.	   There	   should	   also	   be	   effective	   communication	  channels	   that	   run	   information	   vertically	   and	   horizontally	   at	   all	   levels	   in	   the	  organization	  (Kaye	  &	  Anderson,	  1999).	  	  	  9.	  Employee	  empowerment	  Managers	   should	   encourage	   all	   employees	   to	   participate	   in	   identifying	  improvements	  and	  making	  change	  (Kaye	  &	  Anderson,	  1999;	  Ramström	  &	  Stridh,	  2008).	  Also,	   leaders	  should	  actively	  ask	  for	  the	   ideas	  of	   the	  employees	  (Kaye	  &	  Anderson,	   1999).	   Furthermore,	   managers	   should	   create	   clear	   roles	   for	  employees	  working	  with	  CI,	  motivate	  and	  challenge	  them.	  When	  receiving	  ideas,	  managers	  should	  avoid	  criticizing	  them	  (Ramström	  &	  Stridh,	  2008).	  	  	  	  	  10.	  Management	  commitment	  Top	   management	   should	   show	   up	   at	   the	   workplace	   and	   be	   available	   to	   staff	  when	   they	   need	   to	   speak	   to	   them	   (Kaye	   &	   Anderson,	   1999).	   Furthermore,	  leaders	  should	  act	  on	  issues	  raised	  by	  staff	  and	  give	  feedback	  (Kaye	  &	  Anderson,	  1999;	   Ramström	   &	   Stridh,	   2008).	   Managers	   should	   be	   aware	   of	   the	   general	  concept	   of	   quality	   and	   engage	   actively	   in	   CI	   activities	   that	   raise	   employees’	  awareness	  and	  understanding	  for	  CI	  (Kaye	  &	  Anderson,	  1999).	  	  	  	   	  
Leadership	  Driving	  Successful	  Implementation	  of	  Continuous	  Improvement	  Programs	  
	  16	  
11.	  Integrating	  CI	  activates	  Leaders	  should	   implement	  self-­‐assessment	  techniques	  to	   identify	   improvement	  areas	   across	   the	   organization	  with	   the	   goal	   of	   identifying	   performance	   trends	  and	   take	  action	  on	   this	   (Kaye	  &	  Anderson,	  1999).	  Furthermore,	   leaders	   should	  prioritize	  CI	  activities	  based	  on	  the	  aims	  and	  objectives	  of	  the	  organization	  (Kaye	  &	  Anderson,	  1999,	  Ramström	  &	  Stridh,	  2008).	  Managers	  should	  create	  routines	  and	   action	   plans	   for	   CI	   work,	   allocate	   time	   and	   resources,	   host	   improvement	  meetings,	  focus	  on	  implementation	  and	  put	  up	  improvement	  boards	  to	  visualize	  CI	  work	   (Ramström	  &	  Stridh,	   2008).	   It	   is	   also	   important	   that	   stakeholders	   are	  identified	  as	  well	  as	  their	  level	  of	  satisfaction,	  changing	  needs	  and	  expectations.	  Leaders	   should	   use	   this	   information	   to	   make	   appropriate	   adjustments	   in	   the	  strategic	  plans	  of	  the	  organization	  (Kaye	  &	  Anderson,	  1999)	  	  	  12.	  Culture	  for	  CI	  Managers	  should	  create	  a	  supportive	  environment	  and	  develop	  active	  work	  with	  CI	   to	   create	   a	   culture	   for	   CI	   (Ramström	  &	   Stridh,	   2008).	   Furthermore,	   leaders	  can	  establish	  multi-­‐disciplinary	   improvement	  groups	  and	  make	  sure	   to	   include	  commitment	  to	  CI	  in	  the	  quality	  management	  policy	  of	  the	  organization	  (Kaye	  &	  Anderson,	  1999).	  	  	  	  	  13.	  Process	  management	  Managers	  should	  implement	  a	  process	  perspective,	  where	  critical	  processes	  and	  business	   processes	   are	   identified,	   reviewed,	   documented	   and	   standardized.	   In	  processes,	   all	   non-­‐value	   adding	   activities	   should	   be	   eliminated	   together	   with	  unnecessary	   bureaucracy,	   paperwork	   and	   overcomplicated	   procedures.	   All	   the	  needs	   and	   expectations	   of	   everyone	   involved	   in	   the	   processes	   should	   be	  identified	   by	   the	   manager	   and	   should	   be	   taken	   into	   consideration.	   (Kaye	   &	  Anderson,	  1999)	  	  In	  the	  list	  of	  activities	  for	  successful	  CI	  presented	  above,	  activities	  performed	  by	  both	   management	   and	   leaders	   are	   included.	   Kotter	   (2001)	   argues	   that	  leadership	   and	  management	   are	   in	   fact	  different,	   however,	   both	  needed	   for	   an	  organization	   to	   function,	   as	   they	   are	   complementary.	   Both	   of	   them	   have	  characteristic	  activities	  and	  functions.	  Management	  is	  coping	  with	  complexity	  by	  bringing	  order	   and	   consistency	   to	   organizations;	   leadership	  on	   the	   other	  hand	  copes	   with	   change.	   In	   many	   ways	   similar,	   they	   decide	   what	   to	   do,	   create	  networks	  of	  people	  to	  accomplish	  an	  agenda	  and	  ensure	  that	  the	  job	  gets	  done.	  What	   makes	   them	   differ	   is	   rather	   the	   way	   they	   do	   things.	   For	   leadership,	  achieving	   the	   vision	   is	   about	   motivating	   and	   inspiring	   the	   employees	   to	   keep	  moving	   in	   the	   right	  direction.	   Empowering	   them	   to	   take	   action	   and	   aim	  at	   the	  same	   target	  by	   letting	   them	  participate	   in	  decision-­‐making,	  providing	  coaching	  and	   feedback	   and	   reward	  and	   recognize	   success	   (Kotter,	   2001).	  Many	  of	   these	  activities	  are	   found	  among	  the	  activities	   for	  CI	  presented	  under	  the	  13	  themes.	  For	   example,	   according	   to	   Kaye	   and	   Anderson	   (1999)	   employee	   focus	   is	   an	  enabler	  of	  CI	  and	  measurement	  and	  feedback	  as	  well	  as	  learning	  from	  results	  are	  known	  to	  be	  drivers	  of	  CI.	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2.2	  A	  Leadership	  Model	  for	  CI	  
In	  the	  search	  for	  a	  leadership	  model	  that	  is	  suitable	  for	  continuous	  improvements,	  
an	   overview	   of	   leadership	   theory	   will	   be	   presented	   with	   the	   goal	   of	   choosing	   a	  
model.	   The	   literature	   review	   is	   based	   on	   two	   symposiums	   of	   leadership	   theory.	  
After	  a	  review	  of	  potential	   leadership	  perspectives,	   the	  contingency	  theories	  seem	  
like	  an	  appropriate	  fit.	  After	  reviewing	  models	  within	  the	  contingency	  theories,	  the	  
Path	  Goal	  model	  is	  chosen	  to	  describe	  leadership	  in	  a	  CI	  setting.	  An	  overview	  of	  the	  
choices	  can	  be	  seen	  in	  figure	  1.	  	  
	  	  Figure	  1:	  An	  overview	  of	  the	  choice	  of	  leadership	  model	  
2.2.1	  An	  Overview	  of	  Leadership	  Theory	  Over	   the	   years,	   leadership	   has	   been	   studied	   from	   a	   wide	   range	   of	   theoretical	  perspectives,	   building	   leadership	   models	   that	   can	   be	   utilized	   to	   describe	   and	  understand	   leadership	   as	   a	   phenomenon.	   Over	   65	   classification	   systems	   have	  been	   developed	   since	   the	   1950’s	   in	   order	   to	   describe	   the	   dimensions	   of	  leadership.	   Some	   suggests	   that	   leadership	   can	   be	   conceptualized	   as	   a	   trait,	   a	  behavior	   or	   a	   set	   of	   skills.	  Others	   take	   a	   relationship	   approach	   to	  describe	   the	  power	  relationship	  between	  leaders	  and	  followers.	  Additionally,	  when	  viewed	  as	  a	  transformational	  process,	  leaders	  motivate	  followers	  to	  accomplish	  more	  than	  what	  is	  expected	  of	  them.	  (Northouse,	  2013)	  	  This	  section	  describes	  fundamental	  leadership	  perspectives.	  The	  review	  is	  based	  on	  two	  symposiums	  of	  leadership	  theory	  written	  by	  Northouse	  (2013)	  and	  Yukl	  (2010),	  describing	  how	  leadership	  is	  conceptualized	  from	  different	  perspectives.	  They	   also	   provide	   an	   overview	   of	   leadership	   research	   and	   theories	   from	   a	  historical	  perspective.	  Five	  main	  perspectives	  are	  described	  below.	  	  
Leadership	  theory	  
Trait	  perspective	  
Skill	  perspective	  
Contingency	  theory	  
Situational	  leadership	  Leader	  substitutes	  theory	  Path	  Goal	  model	  Least	  preferred	  co-­‐worker	  theory	  Cognitive	  resource	  theory	  
Style	  perspective	  Trans-­‐formational	  perspective	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The	   trait	   perspective	   suggests	   that	   some	   individuals	   are	   born	   with	   certain	  qualities,	  such	  as	  intelligence,	  integrity	  and	  determination,	  making	  them	  natural	  leaders	  (Northouse,	  2013).	  A	  trait	  is	  an	  individual	  attribute	  such	  as	  personality,	  temperament,	   needs,	  motives	   and	   values	   (Yukl,	   2013).	  Research	   from	   the	   trait	  perspective	  has	  been	  focusing	  on	  what	  traits	  are	  possessed	  by	  effective	  leaders	  as	  opposed	   to	  non-­‐leaders,	   often	  used	  as	  a	  way	   to	   identify	  potential	   leaders	   in	  organizations	  (Northouse,	  2013).	  	  	  
The	  skill	  perspective	  evolved	  in	  the	  1950’s	  and	  puts	  the	  competence	  of	  the	  leader	  in	   focus	  (Northouse,	  2013).	  According	  to	  Yukl	  (2013)	  a	  skill	   is	   the	  ability	   to	  do	  something	   effectively.	   For	   example,	   the	   three-­‐skills	   approach,	   within	   the	   skill	  perspective,	   views	   effective	   leadership	   as	   dependent	   on	   technical,	   human	   and	  conceptual	  skills.	  In	  the	  1990’s	  the	  theory	  developed,	  to	  include	  the	  capabilities	  and	   competencies	   of	   leaders	   adding	   both	   skills	   and	   knowledge.	   These	  competences	   are	   influenced	   by	   environmental	   factors	   and	   career	   experience.	  The	   most	   recent	   approach	   from	   2000	   has	   taken	   a	   more	   situational	   angle,	  applying	   problem	   solving	   as	   a	   factor	   to	   handle	   unique	   issues	   in	   organizations	  (Northouse,	  2013).	  	  	  
The	   style	   perspective	   focuses	   on	   what	   leaders	   do	   rather	   than	   who	   they	   are;	  consequently,	  this	  approach	  differs	  from	  both	  the	  trait	  and	  the	  skill	  perspective.	  According	   to	   the	   style	   approach,	   leaders	   use	   task	   and	   relationship	   oriented	  behavior	  to	  influence	  their	  subordinates	  to	  reach	  a	  designated	  goal.	  The	  purpose	  of	   this	   approach	   is	   to	   explain	   what	   mix	   of	   behaviors	   makes	   effective	   leaders.	  Task	  oriented	  behavior	  helps	  group	  members	  reach	  their	  goals	  and	  relationship	  behavior	  makes	  them	  feel	  comfortable	  with	  themselves,	  the	  group	  and	  the	  task.	  In	   different	   situations,	   leaders	   need	   to	   be	   more	   or	   less	   task	   and	   relationship	  oriented	  (Northouse,	  2013).	  	  	  	  	  	  	  	  	  
The	   contingency	   theory	   perspective	   explains	  why	   effectiveness	   of	   leaders’	   style	  fits	  a	  given	  situation.	  In	  the	  1960’s	  and	  1970’s	  several	  contingency	  theories	  were	  proposed.	   These	   theories	   contain	   at	   least	   one	   dependent	   variable	   (e.g.	  subordinate	   performance	   and	   satisfaction),	   and	   one	   situational	   variable	   (e.g.	  work	  setting,	  subordinate	  and	  leader	  characteristics)	  (Yukl,	  2013).	  Contingency	  theory	   can	   be	   applied	   in	   organizations	   in	   order	   to	   find	   a	   good	   fit	   between	   a	  leader	  and	  a	  given	  work	  setting	  and	  explain	  why	  leadership	  is	  effective	  in	  a	  given	  situation	  (Northouse,	  2013).	  By	  learning	  how	  to	  use	  a	  wide	  range	  of	  leadership	  styles,	  leaders	  can	  adopt	  a	  style	  that	  best	  fits	  the	  context	  (Yukl,	  2013).	  	  
Transformational	  leadership	  perspective	  is	  one	  of	  the	  most	  popular	  approaches	  to	  leadership	  at	  this	  time	  and	  has	  been	  in	  focus	  of	  many	  researchers	  since	  the	  1980’s	  (Northouse,	  2013,	  Yukl,	  2013).	  It	  suggests	  that	  leadership	  is	  a	  process	  that	  change	  and	  transforms	  people.	  Transformational	  leaders	  inspire	  followers	  to	  achieve	  great	  things	  by	  among	  others	  being	  role	  models	  and	  communicating	  the	  organizational	  vision	  and	  empowering	  its	  followers	  (Northouse,	  2013).	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Components	  in	  transformational	  leadership	  theories	  are	  often	  relationship	  oriented	  behavior	  such	  as	  being	  supportive	  and	  change	  oriented.	  One	  example	  of	  this	  is	  encouraging	  innovative	  thinking	  and	  leading	  towards	  a	  vision	  (Yukl,	  2013).	  In	  transformational	  leadership	  theory	  leaders	  should	  adapt	  their	  actions	  according	  to	  subordinate	  needs	  and	  changes	  within	  the	  organization.	  However,	  transformational	  theories	  do	  not	  provide	  guidelines	  and	  tell	  leaders	  how	  to	  act	  in	  given	  situations	  in	  order	  to	  be	  successful	  (Northouse,	  2013).	  	  	  Other	   leadership	   approaches	   is	   found	   inapplicable	   to	   this	   study,	   such	   as	  authentic	  leadership	  that	  is	  still	  in	  its	  initial	  state	  of	  development	  and	  most	  likely	  will	  change	  over	   time.	  Servant	   leadership	   is	  not	  applicable	  either	  as	   it	   includes	  ethics	  as	  a	  variable,	  which	  would	  broaden	  the	  scope	  of	  this	  study.	  Furthermore,	  team	   leadership	   is	   not	   applicable	   since	   it	   focuses	   on	   the	   leadership	   of	   a	   team	  rather	   than	   an	   organization.	   The	   psychodynamic	   approach	   is	   built	   around	  personalities	  and	   it	   could	   therefore	  be	  more	  difficult	   to	  measure	   leadership,	  as	  there	  are	  many	  possible	  combinations	  (Northouse,	  2013).	  	  
2.2.2	  Selecting	  a	  Leadership	  Perspective	  As	  the	  definition	  of	  leadership	  will	  differ	  between	  leadership	  theories,	  the	  choice	  of	  leadership	  perspective	  will	  impact	  the	  theoretical	  standpoint	  of	  leadership	  in	  this	  study.	  Three	  criteria	  are	  chosen	  to	  select	  a	  theoretical	  perspective	  that	  can	  be	   used	   to	   investigate	   the	   connection	   between	   leadership	   and	   CI;	   situational	  variable,	   room	   for	   improvement	   and	   possibility	   to	   measure	   and	   define	  leadership.	  The	  context	  of	  successful	  CI	  is	  described	  by	  the	  activities	  and	  themes	  presented	  in	  section	  2.1.2	  Activities	  Performed	  by	  Management	  and	  Leaders	  for	  Successful	   CI.	   Therefore,	   a	   perspective	   with	   a	   situational	   variable	   that	   can	  describe	   leadership	   in	   a	   specific	   situation	   or	   work	   setting	   is	   sought	   after.	  Furthermore,	  this	  study	  aims	  to	  contribute	  to	  both	  practitioners	  working	  with	  CI	  and	   academic	   researchers,	   therefore	   choosing	   a	   perspective	   in	   which	   there	   is	  room	   for	   analyzing	   and	   improving	   one’s	   leadership	   effectiveness	   in	   the	   given	  work	   setting	   is	   of	   importance.	   Last,	   to	   be	   able	   to	   compare	   and	   benchmark	  leadership,	  there	  is	  a	  need	  to	  measure	  and	  define	  leadership	  using	  variables.	  	  As	   the	   fundamental	   trait,	   skill	   and	   style	   perspective	   does	   not	   apply	   enough	  adaptation	  to	  situational	  contexts	  or	  guidelines	  of	  how	  to	  change	  trait,	  skill	  and	  style	  to	  fit	  a	  given	  situation	  (Northouse,	  2013),	  these	  perspectives	  are	  not	  a	  good	  fit	   for	   this	   study.	   Contingency	   theories,	   however,	   explain	   the	   effectiveness	   of	  leaders	   in	  a	  given	  situation.	  The	  transformational	  perspective	  does	  not	  provide	  any	   guidelines	   for	   leaders	   on	   how	   to	   act	   in	   certain	   situations	   in	   order	   to	   be	  effective	  (Northouse,	  2013).	  	  	  Furthermore,	  the	  perspective	  needs	  to	  allow	  leaders	  to	  make	  improvements	  and	  change	   their	   styles	   to	   become	   more	   effective.	   This	   is	   true	   for	   all	   but	   one	  perspective;	   the	   trait	   perspective.	   The	   skill	   perspective,	   contingency	   theory	  perspective	   and	   the	   style	   perspective	   focus	   on	   how	   leaders	   can	   become	  more	  effective.	  Transformational	  perspective	  emphasize	  that	  leaders	  need	  to	  be	  aware	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of	   the	   needs	   of	   the	   subordinates	   and	   therefore	   the	   leader	   needs	   to	   adapt	  according	  to	  changes	  within	  the	  organization.	  (Northouse,	  2013)	  	  All	   perspectives	   allow	   leadership	   to	   be	  measured	   and	   defined	   using	   variables.	  These	  variables	  are	  unique	  for	  each	  perspective.	  The	  trait	  perspective	  focuses	  on	  the	  individuals’	  pre-­‐determined	  qualities	  from	  birth,	  determining	  who	  becomes	  a	   natural	   leader.	   Transformational	   leadership	   includes	   personality	  characteristics	  and	  behaviors,	  but	  also	  affect	  on	  followers.	  The	  skills	  perspective	  on	  the	  other	  hand	  has	  taken	  on	  more	  of	  a	  situational	  approach	  as	  it	  now	  involves	  problem-­‐solving	   factors	   that	   could	   be	   adapted	   to	   unique	   issues,	   however	   not	  adapted	   to	   specific	   situations.	   Fundamentally,	   both	   the	   skills	   and	   the	   style	  perspective	   focus	   on	   variables	   such	   as	   behavior,	   as	   skills	   is	   focused	   on	  capabilities	   and	   competence,	   while	   style	   focus	   on	   either	   task	   or	   relationship	  behavior	  in	  leadership.	  The	  contingency	  theory	  perspective	  contain	  at	  least	  one	  dependent	   variable,	   such	   as	   subordinate	   performance,	   and	   at	   least	   one	  situational	   variable	   with	   focus	   on	   the	   work-­‐setting,	   subordinate	   or	   leadership	  characteristics.	   Hence,	   as	   the	   contingency	   perspective	   can	   take	  many	   different	  contexts	   into	   consideration,	   it	   might	   be	   a	   good	   fit	   for	   this	   study.	   (Northouse,	  2013)	  	  In	   figure	   2,	   a	   summary	   of	   how	  well	   the	   leadership	   perspectives	  mentioned	   by	  Yukl	  (2013)	  and	  Northouse	  (2013)	  fit	  the	  criteria.	  	  	  
	  	   Figure	  2:	  Criteria	  for	  Leadership	  perspective	  	  
2.2.3	  An	  Overview	  of	  Contingency	  Theories	  The	  main	  models	  within	  the	  family	  of	  contingency	  theories	  will	  be	  described	  in	  detail	   in	   this	   section.	  These	  are	   the	  Situational	  Leadership	   theory	  proposed	  by	  Hersey	  and	  Blanchard	  in	  1977,	  the	  Path	  Goal	  model	  suggested	  by	  House	  in	  1971	  (Northouse,	   2013),	   the	   Leadership	   Substituted	   theory	   provided	   by	   Kerr	   and	  Jermier	   in	  1978,	  LPC	  Contingency	   theory	  by	  Fiedler	   in	  1967	  and	   later	   in	  1978,	  and	   the	   Cognitive	   resources	   theory	   suggested	   by	   Fiedler	   in	   1986	   and,	   later	  Fielder	  and	  Garcia	  in	  1987.	  (Yukl,	  2013)	  	  	  
The	   Situational	   Leadership	   theory	   suggests	   either	   a	   directive	   or	   a	   supportive	  leadership	  behavior.	  The	  leadership	  behavior	  is	  compared	  and	  matched	  with	  the	  situational	  variable	  subordinate	  maturity;	  the	  individual’s	  ability	  and	  confidence	  to	  complete	  a	  task.	  The	  behavior	  of	  the	  leader	  should	  be	  adjusted	  depending	  on	  
Criteria'for'leadership'
approach:
Trait'
perspective
Skill'
perspective
Style'
perspective
Contingency'
perspective
Transformational'
perspective
Situational'variable No No No Yes No
Room'for'improvement No Yes Yes Yes Yes
Variables'to'define'&'
measure'leadership Yes Yes Yes Yes Yes
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the	   maturity	   level	   of	   the	   subordinate.	   A	   match	   between	   the	   leadership	   and	  maturity	  level	  will	  create	  motivation	  for	  the	  employee.	  (Yukl,	  2013)	  	  
The	   Path	   Goal	   model	   describes	   the	   effectiveness	   of	   leadership	   behavior	  depending	   on	   leadership	   style,	   task	   characteristics	   and	   subordinate	  characteristics.	   The	   right	   combination	   will	   allow	   the	   leader	   to	   increase	  subordinate	   satisfaction	   and	   thereby	   motivating	   subordinates	   to	   reach	   goals.	  The	   leader	   can	   adopt	   several	   different	   styles	   depending	   on	   the	   task	   and	  subordinate	  characteristics	  to	  increase	  motivation.	  (Yukl,	  2013)	  	  
The	   Leader	   Substitutes	   theory	   includes	   situational	   variables,	   such	   as	   task,	  subordinate	   and	   organization	   that	   serves	   as	   substitutes	   by	  making	   the	   leader	  redundant	   or	   ineffective.	   The	   substitutes	   of	   instrumental	   and	   supportive	  leadership	  differ.	  Structured	  and	  repetitive	  tasks,	  rules	  and	  standard	  procedures	  and	   also	   training	   would	   substitute	   instrumental	   leadership.	   A	   cohesive	   group	  with	   good	   internal	   support	   and	   satisfying	   tasks	   would	   substitute	   supportive	  leadership.	  (Yukl,	  2013)	  	  	  	  
The	  LPC	  theory	  (Least	  Preferred	  Co-­‐worker)	  by	  Fiedler	  reveals	  whether	  the	  leader	  is	   motivated	   by	   interpersonal	   relationships	   or	   achievement	   of	   task	   objectives.	  There	   is	   a	   potential	   to	   change	   either	   the	   leaders	   approach	   or	   the	   situational	  aspects	  to	  create	  a	  good	  fit.	  (Yukl,	  2013)	  	  
The	  Cognitive	  Resources	  theory	  claims	  that	  efficiency	  of	  a	  group	  is	  determined	  by	  the	  leader’s	  traits	  and	  behavior,	  interpersonal	  stress	  due	  to	  conflicts	  in	  the	  group	  or	   inadequate	  support	   for	  the	  assignment,	  as	  well	  as	  distribution	  of	  knowledge	  about	  the	  task	  at	  hand.	  Both	  the	  leaders	  affect	  on	  the	  subordinate	  as	  well	  as	  the	  reversed	   linkage	  will	   have	   an	   affect	   on	   the	   outcome	   of	   the	   group	  work.	   (Yukl,	  2013)	  
2.2.4	  Choice	  of	  Leadership	  Model	  within	  Contingency	  Theories	  A	   leadership	   model	   for	   CI	   needs	   to	   be	   able	   to	   adapt	   to	   a	   CI	   setting.	   After	  reviewing	   the	   models	   within	   the	   contingency	   theories,	   connections	   to	   the	  activities	   presented	   in	   section	   2.1.2	   Activities	   Performed	   by	   Management	   and	  Leaders	  for	  Successful	  CI	  were	  found	  in	  some	  of	  the	  models;	  creating	  motivation	  and	   common	   goals.	   Preferably	   the	   chosen	  model	   should	   include	   both	   of	   these	  activities.	  Furthermore,	  the	  list	  in	  section	  2.1.2	  describes	  activities	  performed	  by	  both	  managers	  and	  leaders.	  In	  the	  1990’s	  Kotter	  (2001)	  argued	  that	   leadership	  and	  management	  are	  in	  fact	  different,	  however,	  also	  complementary	  and	  both	  is	  needed	   within	   an	   organization.	   Therefore,	   it	   is	   important	   that	   the	   leadership	  model	   used	   in	   this	   study	   does	   not	   distinguish	   management	   from	   leadership.	  Additionally,	  it	  is	  important	  to	  understand	  the	  relationship	  between	  leaders	  and	  subordinate	  in	  order	  to	  understand	  the	  effects	  a	  leadership	  has	  on	  a	  subordinate.	  Therefore,	   a	   model	   should	   preferably	   describe	   this	   relationship	   as	   a	   one-­‐way	  affect	  between	  leader	  and	  subordinate.	  To	  summarize,	  the	  preferable	  criteria	  for	  a	   leadership	   model	   includes	   a	   match	   with	   the	   activities	   in	   the	   CI	   setting;	  motivation,	   learning	   environment	   and	   common	   goals.	   Also,	   the	   model	   should	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view	   leadership	   as	   a	   one-­‐way	   effect	   and	   should	   not	   distinguish	   between	  management	  and	  leadership.	  	  Ramström	  and	  Stridh	   (2008)	   suggest	   that	   employees’	  motivation	   to	   contribute	  to	  CI	  will	  have	  a	  positive	  affect	  on	  the	  success	  of	  implementing	  CI	  programs.	  To	  become	  motivated,	   employees	   should	  have	   clear	   goals	   that	   are	   followed	  up,	   as	  well	   as	   being	   rewarded	   	   (Kaye	  &	   Anderson,	   1999;	   Ramström	  &	   Stridh,	   2008).	  The	  Situational	  Leadership	  theory,	  Path	  Goal	  model	  and	  LPC	  Contingency	  model	  all	   describe	   the	   motivation	   of	   subordinates	   as	   an	   important	   effect	   from	  succeeding	  in	  matching	  leadership	  to	  the	  situation.	  The	  other	  two	  models	  do	  not	  emphasize	   motivation	   as	   important.	   Furthermore,	   the	   Path	   Goal	   model	  highlights	   how	   motivation	   is	   spread	   among	   subordinates;	   for	   example,	   when	  goals	  are	  defined	  and	  the	  path	  to	  the	  goal	  is	  clear	  and	  followed	  by	  support	  from	  the	  leader.	  The	  subordinates	  will	  be	  motivated	  if	  they	  think	  they	  are	  capable	  of	  performing	  their	  work,	  if	  they	  think	  their	  efforts	  will	  result	  in	  a	  certain	  outcome	  and	   if	   they	   believe	   that	   the	   payoffs	   of	   doing	   their	   work	   is	   worthwhile	  (Northouse,	   2013).	   The	   Situational	   Leadership	   theory	   suggests	   that	   a	   match	  between	   the	  needs	  of	   the	  subordinate,	   in	   terms	  maturity	   level,	   and	   the	   leaders	  behavior	   will	   create	   motivation.	   However,	   the	   subordinate	   maturity	   can	   also	  regress,	  and	  then	  the	  leader	  should	  change	  behavior	  to	  fit	  the	  new	  maturity	  level	  (Yukl,	   2013).	   The	   LPC	   model	   suggests	   that	   either	   task-­‐	   or	   relations	   oriented	  leadership	  behavior	  will	  motivate	  the	  leader	  at	  the	  workplace.	  The	  score	  in	  the	  LPC	   contingency	   theory	   will	   provide	   guidance	   in	   what	   a	   leaders	   motive-­‐hierarchy	   looks	   like	   (Yukl,	   2013).	   In	   other	   two	   models,	   motivation	   is	   not	  mentioned	  or	  is	  not	  a	  focus	  point	  in	  the	  model	  (Yukl,	  2013).	  	  	  Moreover,	   it	   is	   important	   to	  provide	  common	  goals	   for	   the	  employees	  working	  with	   CI,	   these	   should	   be	   set	   by	   senior	   management,	   connected	   to	   the	   overall	  strategies	   of	   the	   organization	   and	   should	   be	   timely	   reviewed	   (Ramström	   &	  Stridh,	  2008).	  The	  Situational	  Leadership	  theory	  and	  the	  Path	  Goal	  model	  takes	  common	  goals	  into	  account	  as	  motivated	  subordinates	  that	  reach	  common	  goals	  is	  described	  as	  a	  successful	  leadership-­‐situation	  match.	  The	  other	  models	  do	  not	  view	  common	  goals	  as	  significantly	  important	  (Yukl,	  2013).	  	  Additionally,	  all	  of	  the	  contingency	  models	  were	  suggested	  before	  Kotter	  (2001)	  argued	  that	  leadership	  and	  management	  theory	  should	  be	  separated.	  Therefore,	  it	  does	  not	  distinguish	  management	  from	  leadership;	  rather	  management	  is	  seen	  as	  included	  in	  the	  leadership	  role	  and	  vice	  versa.	  	  	  As	  this	  study	  aims	  to	  investigate	  the	  connection	  between	  leadership	  and	  CI,	  the	  relationship	   between	   the	   leader	   and	   the	   subordinates	   becomes	   of	   importance.	  More	   specifically,	   how	   the	   leader	   affects	   the	   subordinate	   working	   with	   CI.	  Ramström	  and	  Stridh	  (2008)	  describe	  that	  leaders	  should	  eliminate	  barriers	  for	  and	   sustain	   good	   teamwork	   and	   provide	   guidance.	   A	   one-­‐way	   relationship	  where	  the	  leader	  affects	  the	  subordinates	  can	  be	  found	  in	  Situational	  leadership	  theory	  and	  the	  Path	  Goal	  model	  (Yukl,	  2013).	  The	  Leadership	  Substitutes	  theory,	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LPC	  contingency	  theory	  and	  the	  Cognitive	  Resource	  theory	  do	  not	  focus	  on	  one-­‐way	  relationships	  (Yukl,	  2013).	  	  	  The	   Situational	   Leadership	   theory	   claims	   that	   it	   is	   the	   leader	  whom	   can	   affect	  the	  level	  of	  maturity	  of	  the	  subordinate.	  Similarly,	  Path	  Goal	  model	  suggests	  that	  it	   is	   the	   leader	   that	   should	  provide	   the	   right	   support	   for	   the	   tasks	   to	   raise	   the	  confidence	  of	  the	  subordinate	  (Yukl,	  2013).	  The	  Leader	  Substitutes	  theory	  rather	  focuses	  on	  the	  one-­‐way	  relationship	  where	  aspects	   in	  the	  given	  situation	  affect	  the	   leader.	   The	   Leader	   Substitutes	   theory	   claims	   that	   neutralizers,	   situational	  variables	  in	  the	  surrounding,	  can	  affect	  the	  leader	  by	  preventing	  the	  leader	  from	  performing	   work	   of	   good	   quality.	   The	   Path	   Goal	   model	   also	   suggests	   that	   the	  situational	  variables	  as	  well	  as	  subordinate	  characteristics	  should	  be	  taken	  into	  account	   when	   matching	   leadership	   style	   to	   the	   needs	   of	   the	   subordinate.	  However,	  the	  focus	  of	  the	  model	  is	  that	  a	  well-­‐matched	  leadership	  style	  provides	  motivation	   for	   the	   employees	   (Yukl,	   2013).	   The	   LPC	   contingency	   theory	   puts	  emphasize	  on	  what	  motivates	  the	  leader	  rather	  than	  the	  employee.	  Furthermore,	  the	   Cognitive	   Resources	   theory	   view	   group	   performance,	   however	   puts	   great	  emphasize	   on	   the	   factor	   interpersonal	   stress	   that	   can	   hinder	   the	   leader	   in	   his	  work	  (Yukl,	  2013).	  	  	  In	  figure	  3,	  there	  is	  a	  summary	  of	  how	  well	  the	  contingency	  theories	  meets	  the	  criteria	  for	  a	  leadership	  model.	  	  	  
	  	   Figure	  3:	  Criteria	  for	  leadership	  model	  in	  a	  CI	  setting	  	  Two	   models	   fulfill	   all	   criteria	   for	   a	   suitable	   model	   displayed	   in	   figure	   3;	   the	  Situational	   Leadership	   theory	   and	   the	   Path	   Goal	   model.	   However,	   the	   models	  differ	   in	   their	  application.	  As	  CI	   is	  a	  complex	  phenomenon,	  an	  extensive	  model	  that	   includes	   variables	   that	   can	   capture	   leadership	   in	   the	   CI	   setting	   is	   sought	  after.	  	  The	  Situational	  theory	  could	  be	  a	  good	  fit	  as	  it	  functions	  well	  at	  stages	  of	  projects	  that	   include	   idea	   formation	   and	   implementation	   (Northouse,	   2013).	   These	   are	  two	   important	   aspects	   of	   CI	   (Ramström	   and	   Stridh,	   2008).	   Furthermore,	   the	  theory	   suggests	   that	   leadership	   style	   should	   be	   adjusted	   to	   match	   the	  development	   level	   of	   the	   subordinates.	   However,	   the	   theory	   is	   ambiguous	   in	  conceptualizing	   the	   subordinate’s	   maturity	   level,	   which	   is	   interpreted	   as	   how	  
Criteria'for'leadership'
model'in'a'CI'setting:
Situational'
leadership'
theory
Path'Goal'
leadership'
model
Leadership'
substitutes'
theory
LPC'
contingency'
model
Cognitive'
resources'
theory
Motivation Yes Yes No Yes No
Common'goals Yes Yes No No No
Does'not'distinguish'
between'leadership'and'
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Yes Yes Yes Yes Yes
OneAway'relationship Yes Yes No No No
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competent	   and	   committed	   the	   subordinates	   are	   to	   the	   task	   (Yukl,	   2013,	  Northouse,	  2013).	  Moreover,	  the	  Path	  Goal	  model	  puts	  great	  emphasize	  on	  how	  to	  improve	  one’s	  leadership	  in	  different	  settings	  in	  order	  to	  be	  more	  effective.	  As	  the	  aim	  of	  the	  study	  is	  to	  contribute	  to	  both	  practitioners	  and	  researchers	  within	  the	   area,	   a	  model	   that	   emphasizes	   how	   a	   leader	   can	   improve	   its	   leadership	   is	  preferred.	   Furthermore,	   the	   Path	   Goal	   model	   includes	   task	   characteristics,	  subordinate	   characteristics	   and	   leadership	   behavior	   that	   are	   all	   clearly	  described	   in	   the	   theory.	   Even	   though	  Path	  Goal	  model	   is	  more	   complex	   to	  use	  than	  the	  Situational	   leadership	  model,	   this	  suggests	   that	   the	  characteristics	  are	  easier	  to	  define.	  	  	  Furthermore,	   according	   to	   Bhuiyan	   and	   Bagel	   (2005)	   all	   employees	   should	   be	  included	   in	   the	   CI	   work.	   However,	   the	   Situational	   Leadership	   theory	   suggests	  that	  subordinates	  should	  be	  matched	  to	  tasks	  and	  leadership	  according	  to	  their	  maturity	   level,	   which	   could	   potentially	   exclude	   subordinates	   with	   too	   high	  competence	  as	   these	  would	  not	  be	  motivated	  by	  performing	  small	   incremental	  improvements.	  The	  Path	  Goal	  model	   is	   therefore	  more	  extensive	  as	   it	   suggests	  all	  employees	  be	  involved	  no	  matter	  their	  competence,	  this	  fits	  the	  view	  of	  CI	  as	  it	   builds	   on	  many	   small	   improvements	   to	   reach	   sustained	   efficiency	   (Bhuiyan	  and	   Bagel,	   2005).	   The	   Path	   Goal	   model	   also	   has	   clearly	   defined	   variables	   for	  measurement	   and	   it	   emphasize	   the	   potential	   in	   improving	   one’s	   leadership	  (Northouse,	   2013).	   Hence,	   the	   Path	   Goal	   model	   appears	   to	   be	   the	   more	  preferable	  choice	  to	  describe	  leadership	  in	  a	  CI	  setting.	  	  
2.3	  The	  Path	  Goal	  Model	  The	  Path	  Goal	  model	  describes	  how	  leaders	  motivate	  their	  subordinates	  to	  reach	  certain	  goals.	  The	  fundamental	  assumptions	  of	  the	  Path	  Goal	  model	  originate	  from	  the	  expectancy	  theory.	  Suggesting	  that	  the	  subordinates	  will	  be	  motivated	  if	  they	  believe	  that	  they	  are	  capable	  of	  performing	  their	  work,	  if	  they	  are	  convinced	  that	  their	  efforts	  will	  result	  in	  a	  certain	  outcome	  and	  if	  they	  think	  that	  the	  payoffs	  of	  doing	  their	  work	  is	  worthwhile.	  Motivating	  subordinates	  is	  believed	  to	  improve	  both	  the	  performance	  and	  satisfaction	  levels	  among	  the	  subordinates.	  The	  leader	  must	  match	  an	  appropriate	  leadership	  style	  with	  the	  motivational	  needs	  of	  the	  subordinates,	  taking	  both	  the	  subordinate	  characteristics	  and	  work	  setting	  into	  account	  (Northouse,	  2013).	  Leadership	  spreads	  motivation	  among	  subordinates	  when:	  
• Defining	  goals	  and	  making	  the	  path	  to	   the	  goal	  clear	  and	  easy	  to	   follow	  by	  providing	  support	  
• Removing	  barriers	  preventing	  subordinates	  from	  reaching	  goals.	  
• Increasing	   the	   payoffs	   that	   subordinates	   receive	   from	   their	   work	  performance.	  
• Making	  work	  personally	  satisfying	  for	  the	  subordinates	  	  The	   three	   elements	   of	   Path	   Goal	   model	   are	   leader	   behavior,	   subordinate	  
characteristics	   and	   task	   characteristics.	   The	   theory	   is	   open	   to	   include	   more	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characteristics	   within	   these	   areas.	   Both	   subordinate	   characteristics	   and	   task	  characteristics	   impacts	   the	   way	   leadership	   behavior	   affect	   motivation	   among	  subordinates.	  Figure	  4	  visualizes	  the	  elements	  of	  the	  Path	  Goal	  model	  and	  their	  impacts	  on	  motivation.	  	  	  
	  Figure	  4:	  The	  elements	  of	  Path	  Goal	  model,	  Northouse	  (2013).	  	  The	   set	   of	   leadership	   styles	   included	   in	   the	   Path	   Goal	   model	   is	   directive,	  
supportive,	   participative	   and	   achievement-­‐oriented.	   A	   directive	   leader	   instructs	  the	  subordinates	  about	  their	  work	  tasks,	  what	  level	  of	  performance	  are	  expected	  of	   them,	   the	   time	   limit	   for	   the	   task	   and	   clarifies	   rules	   and	   regulations.	   A	  
supportive	   leader	   is	   friendly	   and	   accessible,	   cares	   for	   the	   well	   being	   of	   the	  subordinates,	  makes	  work	  pleasant	  and	  sees	  subordinates	  as	  equals	  and	  shows	  them	  respect	   for	   their	   status.	  A	  participative	  leader	   asks	   subordinates	   for	   their	  ideas	   and	   opinions	   and	   takes	   this	   into	   account	   in	   decision-­‐making.	   An	  
achievement-­‐oriented	   leader	   challenges	   subordinates	   to	   perform	   at	   their	   best,	  establishes	   a	   high	   standard	   of	   excellence	   and	   is	   looking	   for	   continuous	  improvement.	   This	   leader	   also	   shows	   confidence	   that	   the	   subordinates	  will	   be	  able	  to	  accomplish	  challenging	  goals	  (Northouse,	  2013).	  	  	  Subordinate	   characteristics	   determine	   how	   leadership	   behavior	   is	   interpreted	  by	   the	   subordinates	   in	   their	   given	   work	   setting	   such	   as	   need	   for	   affiliation,	  
preference	   for	   structure,	   self-­‐perceived	   task	  ability	  and	  desire	   for	   control.	   	  These	  characteristics	   will	   determine	   whether	   the	   subordinates	   perceive	   the	   leaders	  behavior	  as	  satisfying	  (Northouse,	  2013).	  	  
	  Task	   characteristics	   include	   descriptions	   of	   subordinates	   tasks,	   the	   formal	  
authority	   system	   within	   the	   organization	   and	   the	   norms	   of	   the	   work	   groups	  (Northouse,	  2013).	  All	  of	  the	  characteristics	  are	  described	  further	  in	  figure	  5.	  	  
	  
Motivation	  
Task	  Characteristics	  
Subordinate	  Characteristics	  
Leader	  Style	  Directive	   Supportive	   Participative	   Achievement-­‐oriented	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  Figure	  5:	  How	  to	  interpret	  the	  Path	  Goal	  model	  (Northouse,	  2013).	  	  The	   leadership	   style,	   subordinate	   and	   task	   characteristics	   and	   their	   mutual	  connections	  in	  figure	  5,	  is	  presented	  this	  way	  in	  Northouse	  (2013).	  However,	  the	  interpretation	  of	  each	  factor	  is	  based	  on	  Path	  Goal	  model	  described	  in	  Northouse	  (2013)	  and	  is	  added	  to	  the	  scheme.	  	  In	  practice,	  the	  Path	  Goal	  model	  provides	  a	  roadmap	  for	  leaders	  describing	  what	  leadership	   style	   effectively	   improve	   subordinates	  motivation	   and	   performance	  given	  the	  specific	  work	  tasks	  and	  people	  involved	  in	  the	  work	  process.	  It	  can	  be	  used	  by	  managers	  in	  all	  level	  of	  the	  organization	  and	  be	  applied	  to	  any	  context.	  For	  example,	   the	  achievement-­‐oriented	   leadership	   style	   is	  most	  effective	  when	  subordinates	   face	   ambiguous	   and	   challenging	   tasks	   because	   leaders	   who	  challenges	  subordinates	  by	  setting	  high	  goals	  raise	  the	  subordinates	  confidence	  and	  trust	  in	  the	  own	  ability	  to	  accomplish	  the	  task.	  When	  faced	  with	  for	  example	  repetitive,	   structured	   and	   unchallenging	   tasks	   however,	   subordinates	   that	   feel	  unsatisfied	   and	   have	   a	   need	   for	   affiliation	   need	   to	   be	   faced	   with	   a	   more	  supportive	  leadership	  style	  (Northouse,	  2013).	  	  	  
Leadership*Styles
Explanation*of*
Leadership*
Styles*
Subordinate*
Characteristics
Explanation*of*
Subordinate*
Characteristics
Task*
Characteristics
Explanation*of*
Task*
Characteristics
Directive
The$leader$gives$clear$instructions$and$lets$subordinates$know$what$is$expected$from$them.$Standards$as$well$as$clear$rules$and$regulations$are$provided.
Low$perception$of$own$abilities,$Need$for$clear$work$instructions,$High$external$locus$of$control
Subordinates$have$low$perception$of$their$own$abilities$ans$a$high$external$locus$of$control.$Subordinates$need$clear$work$instructions$and$feel$comortable$when$someone$else$in$charge. Ambigous,$Unclear$work$requirements
Ambiguous$tasks$that$needs$clear$rules$and$work$requirements.$The$task's$demands$are$ambiguous$and$the$task$is$complex.
Participative
The$leader$shares$decisionCmaking$with$its$subordinates. High$internal$locus$of$control,$Need$for$clarity
Subordinates$have$a$high$internal$locus$of$control.$This$means$that$they$have$a$strong$need$for$control$over$their$work$situati n. Ambigous
Tasks$are$ambigous.$Subordinates$need$help$to$structure$their$assignments.
Supportive
The$leader$is$friendly$and$approachable,$treats$everyone$as$equals$and$with$respect.$Goes$out$of$their$way$for$the$subordinates. Need$for$friendly$leader,$High$internal$locus$of$control
Subordinates$need$affiliation$and$friendliess$as$well$as$a$good$relationship$with$their$leader.$Subordinates$has$also$a$high$internal$locus$of$control$and$a$need$to$feel$like$their$in$charge. Repetitive
Tasks$are$repetitive,$creating$a$need$for$support$from$the$leader$since$tasks$often$become$frustrating.
Achievement*
oriented
The$leader$challenges$his$subordinates$to$perform$at$the$highest$level$and$seeks$continuous$improvements. High$perception$of$own$abilities
The$leader$raises$subordinates$confidence$and$perception$of$his$or$her$own$abilities.
Ambigous$,$Challenging,$Clear$role$responsibility,$Cohesiveness
Tasks$are$ambigous.$If$tasks$are$challenging$and$complex$this$leadership$style$is$the$best$fit.$The$subordinate$needs$cohesiveness$and$clear$role$responsibility.
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  The	  Path	  Goal	  model	   states	   that	  an	  active	   leadership	  may	  not	  be	   required	   in	  a	  situation	  were	  all	  three	  of	  the	  task	  characteristics	  are	  fulfilled,	  i.e.	  when	  tasks	  are	  clear	   and	   unambiguous,	   the	   authority	   system	   is	  well	   established	   and	   provides	  clear	   rules	   and	  work	   requirements	   and	   the	  norms	  of	   the	  work	  groups	  provide	  cohesiveness	   and	   clear	   role	   responsibilities.	   Applying	   leadership	   in	   that	  situation	   would	   rather	   be	   contra	   productive	   as	   the	   subordinate	   is	   already	  motivated	  and	  has	  all	   the	  support	  needed	   to	   fulfill	   the	  assignment.	  However,	   if	  any	  of	   the	   task	  characteristics	  are	  not	   fulfilled,	   the	   following	  scheme	  applies	   to	  any	  work	  situation,	  figure	  5,	  (Northouse,	  2013).	  	  The	  Path	  Goal	  Leadership	  Questionnaire	  introduced	  by	  Indvik	  in	  1985	  is	  a	  useful	  tool	   for	   measuring	   leadership	   styles,	   appendix	   3.	   It	   provides	   insight	   on	   the	  respondents’	  weak	  and	  strong	  styles	  as	  well	  as	  the	  respondent’s	  perceptions	  of	  their	   relative	   importance.	   The	   test	   can	   be	   used	   both	   for	   research	   and	   for	   self-­‐assessment	   of	   leaders	   to	   gain	   understanding	   for	   their	   own	   leadership	   style	  (Northouse,	  2013).	  	  	  As	   all	   theoretical	  models,	   the	   Path	   Goal	  model	   has	   its	  weaknesses.	   First	   of	   all,	  taking	   all	   three	   elements	   into	   account	   when	   analyzing	   the	   leadership	   of	   an	  organization	   might	   be	   difficult	   since	   there	   are	   many	   interdependent	   sets	   of	  assumptions	   that	   can	   result	   in	   various	   leadership	   styles	   (Northouse,	   2013).	  Therefore,	   the	  results	  might	  be	   tricky	   to	  decode	  and	  understand.	  Furthermore,	  Northouse	  (2013)	  states	  that	  the	  theory	  is	  only	  partially	  supported	  by	  empirical	  research,	  which	  questions	  its	  validity.	  The	  research	  available	  fails	  to	  explain	  the	  connections	  between	   the	   three	  elements	   in	  greater	  detail	   and	   some	   leadership	  styles	  are	  more	  researched	  than	  others.	  Critics	  may	  also	  suggest	  that	  there	  is	  no	  bigger	   picture	   explaining	   all	   the	   correlations	   between	   factors	   and	   underlying	  assumptions	   of	   the	   Path	   Goal	   model.	   Moreover,	   the	   Path	   Goal	   model	   fails	   to	  explain	   in	   more	   detail	   how	   leader	   behavior	   increases	   motivation	   among	  subordinates.	  It	  rather	  focus	  on	  what	  style	  has	  a	  positive	  effect	  connected	  to	  task	  and	  subordinate	  characteristics.	  Additionally,	  Path	  Goal	  model	  treats	  leadership	  as	  a	  one	  way	  event,	   it	  places	  a	  great	  deal	  of	  responsibility	  on	  the	  leaders	  of	  the	  organization	   as	   well	   as	   making	   subordinates	   dependent	   on	   their	   leaders	  (Northouse,	   2013).	   Yukl	   (2013)	   states	   that	   most	   contingency	   theories	   fail	   to	  explain	  the	  complex	  interactions	  between	  different	  leadership	  behaviors	  as	  well	  as	   between	   different	   situations.	   Furthermore,	   it	   does	   not	   distinguish	   between	  influencing	  individual	  subordinates	  and	  affecting	  group-­‐level	  processes.	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3.	  Part	  1:	  Pre-­‐study	  	  	  
This	  chapter	  will	  present	  Part	  1	  of	  this	  study.	  It	  was	  performed	  as	  a	  pre-­‐study	  of	  CI	  
literature	   and	   data	   from	   companies	   implementing	   CI	   programs	   in	   order	   to	  
determine	  the	  purpose	  of	  this	  study.	  In	  the	  following	  section,	  the	  methodology	  used	  
will	  be	  described	  in	  more	  detail.	  In	  order	  to	  define	  leadership	  as	  a	  phenomenon	  and	  
collect	  and	  analyze	  patterns	  of	  leadership,	  a	  theoretical	  model	  and	  framework	  for	  
leadership	   was	   selected.	   Through	   a	   review	   of	   leadership	   theory,	   the	   Path	   Goal	  
model	  was	  chosen	  for	  this	  purpose.	  	  
	  
3.1	  Defining	  the	  Study	  
3.1.1	  CI	  Data	  from	  the	  EIO-­‐Q	  Companies	  	  The	   partner	   company,	   C2	   Management,	   initiated	   this	   study	   after	   observing	  differences	   in	  how	  successful	   the	   implementation	  of	  CI	  programs	  were	   in	   their	  customers’	   organizations.	   Even	   though	   they	   received	   the	   same	   support	   and	  training	  from	  C2	  Management,	  some	  struggled.	  Others	  managed	  to	  receive	  many	  improvement	  suggestions	  per	  employee	  and	  year	  as	  well	  as	  a	  high	  involvement	  rate	   among	   their	   employees.	   After	   analyzing	   data	   concerning	   29	   companies	  connected	  to	  EIO-­‐Q	  and	  their	  work	  with	  continuous	  improvements,	  the	  authors	  could	   confirm	   this	   issue.	   The	   29	   companies	  were	   selected	   from	  a	   list	   of	   EIO-­‐Q	  members	  that	  uses	  System	  C2TM	  and	  all	  have	  between	  10-­‐150	  employees.	  	  The	   data	   was	   extracted	   from	   System	   C2TM	   and	   provided	   by	   employees	   at	   C2	  Management.	   For	   each	   company,	   the	   data	   set	   included:	   the	   total	   number	   of	  employees	  in	  each	  company,	  their	  total	  number	  of	   improvement	  initiatives	  and	  involvement	  rate	  in	  CI.	  The	  data	  was	  used	  to	  map	  the	  29	  companies	  according	  to	  their	  number	  of	  improvement	  suggestions	  per	  employee	  and	  year	  in	  relation	  to	  their	   employee	   involvement	   rate	   in	   CI.	   The	   involvement	   rate	   indicates	   the	  percentage	  of	  the	  employees	  in	  an	  organization	  that	  has	  contributed	  with	  at	  least	  one	   improvement	  suggestion	  during	  the	  year.	  A	  graph	  visualizing	  this	  mapping	  can	  be	  seen	  in	  figure	  6.	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   Figure	  6:	  Number	  of	  improvement	  suggestions	  per	  employee	  and	  year	  in	  relation	  to	  their	  employee	  involvement	  rate	  	  The	   differences	   between	   the	   companies	   were	   not	   as	   huge	   as	   C2	   Management	  first	   indicated,	   however,	   the	   differences	   were	   obvious.	   In	   2014	   the	   average	  employee	   involvement	   rate	   in	   CI	   activities	   were	   22	   %	   (2013:	   25	   %)	   and	   the	  average	  number	  of	   improvement	  suggestions	  were	  1	  (2013:	  0.9)	  per	  employee	  and	   year.	  A	   few	   companies	   stuck	  out	   by	  making	  3-­‐4	   improvement	   suggestions	  per	  year	  and	  employee	  as	  well	  as	  having	  an	  involvement	  rate	  around	  70-­‐80	  %.	  This	   can	  be	   compared	   to	   the	  average	  number	  of	   improvement	   suggestions	  per	  employee	  and	  year	  in	  Sweden	  in	  2013,	  which	  was	  1	  improvement	  suggestion	  per	  employee	  and	  year	  (sifv.se,	  2013).	  	  Furthermore,	   figure	   6	   indicates	   a	   positive	   correlation	   between	   the	   number	   of	  improvement	   suggestions	  per	  employee	  and	   the	  employee	   involvement	   rate	   in	  CI	  activities.	  The	  correlation	  coefficient	  was	  0,73	  for	  the	  2013	  data	  set	  and	  0,86	  for	  2014.	  Hence,	   suggesting	   that	   in	  companies	   that	   receive	  many	   improvement	  suggestions	  per	  employee	  and	  year,	  also	  more	  of	  the	  employees	  are	  involves	  in	  CI.	   Perhaps	   companies	   who	   manage	   to	   involve	   all	   their	   employees	   in	   making	  improvement	  suggestions	  also	  receive	  more	  improvement	  suggestions	  per	  year,	  making	   commitment	   to	   CI	   among	   employees	   a	   key	   factor	   in	   successful	  implementation	  of	  CI	  programs.	  	  	  	  
	  
3.1.2	  Literature	  review	  To	  understand	   the	  differences	   in	   the	  number	  of	   improvement	   suggestions	   and	  involvement	  rate	  and	  learn	  more	  about	  what	  affects	  successful	   implementation	  of	   CI	   programs,	   the	   authors	   performed	   a	   literature	   study	   on	   CI	   to	   find	   what	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drives	  successful	  implementation.	  The	  literature	  study	  focused	  on	  a	  few	  articles	  based	   on	   larger	   reviews	   of	  many	   authors’	   work	   and	   found	   a	   vast	   selection	   of	  activities	   affecting	   successful	   implementation.	   The	   authors	   collected	   these	  activities	   and	   grouped	   them	   under	   13	   themes,	   as	   presented	   in	   2.2.1	   Activities	  Performed	   by	   Management	   and	   Leaders	   for	   Successful	   CI.	   The	   method	   for	  grouping	  activities	  in	  themes	  was	  suggested	  by	  Bergeå	  (2015),	  a	  consultant	  at	  C2	  Management,	  whom	  described	   the	  method	   as	   a	  way	   of	   understand	   values	   in	   a	  more	   practical	   sense	   by	   connecting	   “meaningful	   words”	   with	   “meaningful	  actions”.	  Below	  is	  an	  example	  of	  how	  the	  model	  works,	  visualizing	  two	  examples	  of	  how	  this	  approach	  was	  applied,	  figure	  7.	  See	  appendix	  2	  for	  a	  complete	  list	  of	  activities	  and	  their	  corresponding	  themes.	  	  	  	  
	  	   Figure	  7:	  An	  example	  of	  how	  the	  list	  of	  activities	  was	  interpreted	  and	  activities	  grouped	  under	  13	  themes	  	  
3.1.3	  Case	  Study:	  Semi-­‐Structured	  Interviews	  In	  order	  to	  frame	  the	  purpose	  and	  method	  for	  this	  study,	  a	  thorough	  analysis	  to	  find	   differences	   between	   companies	   implementing	   CI	   was	  made.	   A	   qualitative	  case	   study	  was	  performed	   to	   review	  what	   activities	   from	   the	  activity	   list	  were	  actually	   performed	   in	   the	   companies	   connected	   to	   EIO-­‐Q.	   Based	   on	   their	   CI	  program	  implementation	  performance,	  four	  case	  companies	  were	  selected	  out	  of	  the	  original	  29	  companies.	  Two	  that	  perform	  well	  over	  average	  on	  the	  number	  of	  initiatives	   and	   involvement	   rate;	   Group	   A,	   and	   two	   that	   perform	   around	   and	  below	   average;	   Group	   B,	   as	   can	   be	   seen	   in	   figure	   8.	   In	   case	   that	   some	   of	   the	  selected	   companies	   would	   not	   be	   able	   to	   participate	   in	   the	   study,	   there	   was	  several	   other	   companies	   with	   similar	   statistics	   that	   could	   be	   used	   as	   back-­‐up	  case	  companies.	  The	  selected	  case	  companies	  were	  Company	  A1,	  Company	  A2,	  Company	  B1	  and	  Company	  B2,	  further	  case	  descriptions	  are	  found	  in	  appendix	  4.	  	  	  
Meaningful	  actions	  Meaningful	  words	  
Leadership	  in	  CI	  
Goals	   Create	  common	  goals	  Visualise	  goals	  
The	  learning	  organisation	  
Hold	  regular	  briesings	  
Work	  rotations	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   Figure	  8:	  Selection	  of	  case	  companies	  based	  on	  their	  CI	  program	  implementation	  performance	  	  The	  qualitative	  study	  consisted	  of	  semi-­‐structured	  interviews	  using	  an	  interview	  questionnaire	  created	  from	  the	  list	  of	  activities,	  see	  appendix	  5.	  The	  interviews	  increased	   the	   reliability	   in	   the	   data	   from	   System	   C2TM,	   as	   the	   case	   companies	  were	   asked	   to	   give	   examples	   confirming	   that	   CI	   was	   actually	   implemented	   in	  their	   companies.	  Moreover,	   the	   interviews	  provided	   an	   explanation	   of	  what	   CI	  means	  to	  the	  case	  companies	  and	  an	  understanding	  for	  what	  additional	  activities	  are	  performed	  in	  relation	  to	  CI.	  	  By	   choosing	   semi-­‐structured	   interviews	   the	   authors	   had	   the	   possibility	   to	  change	   or	   ask	   further	   questions	   to	   clarify	   answers	   (Kvale,	   1996).	   As	   the	  companies	  were	  asked	  for	  specific	  examples	  of	  activities,	  the	  authors	  are	  aware	  that	  their	  actions	  during	  the	  interviews	  could	  have	  influenced	  the	  results	  (Kvale,	  1996).	  A	  cautious	  approach	  to	  whether	  an	  activity	  was	  usually	  performed	  or	  not	  was	  held	  in	  order	  to	  minimize	  the	  affects	  that	  the	  authors	  could	  intentionally	  or	  unintentionally	  have	  had	  on	  the	  answers	  of	  the	  respondents	  (Miles	  &	  Huberman,	  1994).	  	  	  Three	   respondents	   at	   each	   case	   company	   participated	   in	   interviews	   lasting	  between	  20	  -­‐	  40	  minutes.	  A	  detailed	   list	  of	  all	   the	  respondents	  can	  be	   found	   in	  appendix	  4.	  The	   interviews	  had	  different	   lengths	  because	   some	  questions	  only	  applied	   to	   respondents	  with	   a	   leadership	   role,	   additionally;	   some	   respondents	  had	   more	   or	   less	   knowledge	   about	   certain	   areas	   of	   activities.	   To	   ensure	   a	  complete	  collection	  of	  data,	  the	  interviews	  were	  recorded	  using	  voice	  recording,	  transcribed	   in	   Swedish	   and	   later	   also	   summarized	   in	   shorter	   text	   in	   English	  describing	   the	   most	   important	   findings,	   the	   summaries	   could	   be	   found	   in	  appendix	  6.	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  Figure	   9,	   provides	   a	   summary	   of	   the	   results,	   were	   all	   themes	   that	   could	   be	  confirmed	  is	  ticked	  with	  an	  ‘x’	  and	  those	  that	  could	  not	  be	  confirmed	  with	  an	  ‘-­‐’.	  Furthermore,	   ‘x/-­‐‘	   means	   that	   half	   of	   the	   activities	   under	   each	   theme	   were	  confirmed.	  A	  more	  detailed	  list	  of	  activities	  can	  be	  found	  in	  appendix	  7.	  	  
	  	  Figure	  9:	  Themes	  of	  activities	  performed	  by	  the	  case	  companies	  	  As	  seen	  in	  figure	  9,	  most	  companies	  perform	  activities	  connected	  to	  almost	  all	  of	  the	   themes.	   The	   above	   average	   performing	   companies	   were	   not	   significantly	  different	   from	  the	  average	  performing	  companies.	  Based	  on	   these	   findings,	   the	  authors	  draw	  the	  conclusion	   that	  maybe	  doing	   the	  “right”	   things	   is	  not	  enough	  for	  companies	  to	  succeed	  with	  implementing	  CI	  programs.	  Perhaps,	  the	  question	  should	   rather	   be	   how	   these	   activities	   are	   performed.	   Since	   many	   of	   these	  activities,	   such	   as	   setting	   goals,	   providing	   leadership	   support	   as	   well	   as	  encouraging	   and	   rewarding	   employees,	   are	   to	   some	   extent	   performed	   by	  managers	   in	   organizations,	   perhaps	   leadership	   is	   a	   factor	   that	   could	   be	  connected	  to	  the	  success	  of	  CI	  program	  implementations.	  A	  review	  of	  articles	  on	  CI	  confirmed	  that	  it	  would	  be	  interesting	  to	  further	  research	  the	  area	  leadership	  for	  successful	  implementation	  of	  CI	  programs.	  For	  example,	  Kaye	  and	  Anderson	  (1999)	  emphasized	  that	  the	  leadership	  of	  all	  managers	  are	  an	  important	  driving	  force	  to	  successfully	  implement	  and	  maintain	  CI	  programs	  over	  time.	  	  
3.1.4	  Selecting	  the	  Path	  Goal	  model	  A	  review	  of	  leadership	  theories	  was	  made	  in	  order	  to	  select	  a	  suitable	  theoretical	  leadership	   model	   that	   could	   be	   used	   to	   investigate	   the	   connection	   between	  leadership	   and	   CI.	   Firstly,	   several	   leadership	   perspectives	   were	   reviewed	   and	  compared	   with	   three	   criteria.	   Preferably,	   the	   perspective	   should	   apply	   a	  situational	  variable	  that	  could	  describe	  leadership	  in	  a	  CI	  context.	  Furthermore,	  in	  order	  to	  contribute	  to	  both	  practitioners	  and	  researchers	  within	  the	  area	  of	  CI,	  the	   perspective	   should	   give	   room	   for	   analyzing	   and	   improving	   leadership	  effectiveness.	   Lastly,	   in	   order	   to	   benchmark	   and	   compare	   leadership,	   it	   should	  
Company(A1 Company(A2 Company(B1 Company(B2
Goals x x x x
Teamwork x " x x
Leadership x x x x
Training(and(education x/" x x x
The(learning(organization x x x x
Measurements(&(results x x x x
Encouragement(&(rewards x x/" x/" x/"
Communication(&(feedback(systems x x x x
Employee(empowerment x x x x
Management(commitment x x x x
Integrating(CI(activities x x x x
Culture(for(CI x x x x
Process(management x x x x
Group(A Group(B
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be	  possible	   to	  measure	  and	  define	   leadership	  using	  variables.	  The	   contingency	  perspective	  was	  found	  to	  match	  the	  preferred	  criteria.	  	  	  Secondly,	  to	  choose	  a	  leadership	  model	  several	  criteria	  were	  chosen	  to	  compare	  models	   suggested	   in	   the	   contingency	   theories.	   In	   these	   theories	   two	   activities	  that	   relate	   to	   the	   list	   of	   activities	   in	   appendix	  2	  were	   found	   in	   several	  models;	  create	  motivation	  for	  CI	  and	  common	  goals	  among	  the	  employees.	  Furthermore,	  a	   model	   should	   not	   distinguish	   between	   leadership	   and	   management,	   as	  activities	   performed	   by	   both	   of	   these	   can	   be	   found	   in	   the	   list	   of	   CI	   activities.	  Preferably,	  a	  chosen	  model	  should	  apply	  these	   factors.	  Furthermore,	   the	  model	  should	   apply	   a	   one-­‐way	   affect	   in	   the	   relationship	   between	   leaders	   and	  subordinates	  to	  understand	  the	  affect	  that	  a	  leader	  could	  have	  on	  an	  employee.	  A	  review	  of	  leadership	  models	  within	  the	  contingency	  theories	  with	  these	  criteria	  was	  made	  and	  the	  Path	  Goal	  model	  was	  selected	  as	  the	  most	  suitable	  model.	  	  In	  the	  light	  of	  these	  findings,	  the	  purpose	  and	  research	  question	  was	  formulated	  with	   the	   aim	   of	   complementing	   the	   current	   research	   on	   CI	   with	   a	   leadership	  perspective,	  contributing	  to	  both	  practitioners	  and	  academics.	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4.	  Methodology	  	  
The	  following	  chapter	  will	  present	  the	  research	  methodology	  and	  approach	  used	  in	  
this	  study.	  An	  overview	  of	  the	  three	  parts	  of	  the	  study	  will	  be	  presented;	  part	  1:	  pre-­‐
study,	  part	  2:	  case	  study	  and	  part	  3:	  triangulation	  survey.	  The	  methodology	  used	  in	  
part	   two	   and	   three	   will	   be	   described	   more	   thoroughly	   in	   this	   chapter.	   Lastly,	   a	  
discussion	  regarding	  the	  overall	  reliability	  and	  generalizability	  of	  the	  study	  will	  be	  
made.	  	  
4.1	  An	  Overview	  of	  the	  Research	  Method	  This	  study	  was	  performed	  in	  three	  parts.	  Figure	  10	  provides	  a	  brief	  overview	  of	  the	  steps	  and	  research	  methodology	  used	   in	  each	  part	  of	   the	  study.	  Part	  1	  was	  made	  as	  a	  pre-­‐study	  as	  was	  presented	  in	  chapter	  3.	  Part	  1:	  Pre-­‐study.	  This	  was	  done	   by	   analyzing	   data	   from	   companies	   connected	   to	   EIO-­‐Q	   and	   System	   C2TM	  followed	   by	   a	   literature	   study	   exploring	   success	   factors	   for	   CI	   and	   semi-­‐structured	  interviews	  with	  four	  companies.	  	  	  In	   part	   2,	   a	   leadership	  model	   that	   could	   be	   applied	   in	   a	   CI	   setting	  was	   chosen	  after	  a	  comprehensive	  literature	  study.	  The	  four	  companies	  interviewed	  in	  part	  1	  participated	  in	  a	  case	  study	  investigating	  leadership	  styles	  and	  its	  connection	  to	  CI.	  The	  results	  from	  the	  case	  study	  formed	  two	  hypotheses	  to	  be	  tested	  for	  a	  larger	  population	  of	  companies.	  	  	  In	  part	  3,	  the	  hypotheses	  formed	  in	  part	  2	  were	  tested	  in	  a	  triangulation	  survey,	  to	   verify	   or	   discard	   the	   findings	   from	   the	   case	   study.	   The	   results	   were	   then	  compared	   to	   data	   for	   successful	   implementation	   of	   CI	   programs.	   This	   was	  followed	  by	  an	  analysis	  and	  discussions	  of	  the	  findings	  in	  this	  study.	  	  
	  Figure	  10:	  An	  overview	  of	  the	  research	  methodology	  	   	  
Part	  1	  
• 	  Purpose:	  To	  deXine	  the	  
purpose	  and	  RQs	  • 	  Data	  analysis	  of	  29	  companies	  • 	  Literature	  review	  of	  success	  factors	  for	  implementation	  of	  CI	  programs	  • 	  Selecting	  four	  case	  companies	  • 	  Semi-­‐structured	  interviews	  • Selecting	  a	  leadership	  model	  for	  the	  CI	  setting	  • Formulation	  of	  purpose	  and	  research	  questions	  
Part	  2	  
• 	  Purpose:	  Finding	  patterns	  of	  
leadership	  	  • 	  	  Case	  study	  of	  leadership	  in	  four	  companies	  • 	  Forming	  two	  hypotheses	  based	  on	  the	  sindings	  of	  the	  case	  study	  
Part	  3	  
• 	  Purpose:	  ConXirm	  or	  discard	  
the	  results	  of	  the	  case	  study	  • 	  A	  triangulation	  survey	  to	  consirm/discard	  the	  hypotheses	  from	  part	  2	  for	  a	  larger	  selection	  of	  12	  companies	  • 	  Comparing	  the	  results	  to	  the	  data	  on	  CI	  implementation	  used	  in	  part	  1	  • 	  Analysis	  and	  discussion	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4.2	  The	  Choice	  of	  Research	  Methodology	  	  The	  authors	  chose	  a	  deductive	  approach	  in	  this	  study.	  A	  deductive	  study	  allowed	  the	   authors	   to	   gain	   a	   deeper	   understanding	   for	   the	   theories	   of	   continuous	  improvements	  and	  the	  field	  of	  leadership	  before	  gathering	  empirical	  information	  (Bryman	   &	   Bell,	   2011).	   A	   constructionist	   view	   of	   science	  was	   held	   during	   the	  study.	   This	   emphasizes	   the	   social	   entities	   in	   their	   construction	   of	   their	   own	  world	   (Bryman	   &	   Bell,	   2011),	   in	   this	   case,	   the	   importance	   of	   employee	  engagement	   and	   actions	   in	   continuous	   improvements	   (Bessant	   et	   al.,	   2001).	  Therefore,	  an	  organization	  will	  be	  viewed	  as	  something	  that	  the	  employees	  can	  affect	  and	  change.	  Hence,	  the	  authors	  will	  assume	  that	  the	  relationship	  between	  leadership	   and	   continuous	   improvements	   is	   dynamic.	   Implying	   that	   leadership	  and	  its	  impact	  on	  continuous	  improvements	  can	  only	  be	  understood	  through	  the	  interview	   objects	   interpretation	   of	   it.	   This	   is	   an	   argument	   for	   a	   qualitative	  method,	  as	   the	   focus	   in	   the	   study	  should	   lie	  on	   the	   interview	  objects	  and	   their	  perception	  of	  CI	  and	  leadership	  rather	  than	  the	  reflection	  of	  the	  researchers	  own	  concerns	  (Bryman	  &	  Bell,	  2011).	  	  	  	  The	  authors	  viewed	  leadership	  as	  a	  qualitative	  phenomenon	  in	  this	  study	  as	  it	  is	  the	  interpretation	  of	  what	  pattern	  of	  leadership	  styles	  the	  authors	  might	  find	  in	  the	   relevant	   selection	   that	   is	   interesting.	   However,	   the	   study	   demands	  quantitative	  research	  methods.	  Partly	  because	  the	  Path	  Goal	  model	  is	  structured	  in	   such	   a	   way	   that	   leadership	   styles	   are	   measured	   using	   a	   survey.	   Also	   the	  authors	  believe	  that	  some	  parts	  of	   the	  study	  are	  very	  personal	  and	  sensitive	  to	  the	   respondents	   and	   therefore	   quantitative	   surveys	   will	   provide	   the	   most	  reliable	  answer	  if	  answered	  without	  interference	  or	  assistance	  of	  the	  authors.	  	  	  The	  research	  design	  was	  a	  multiple	  case	  study.	  Allowing	  a	  detailed	  analysis	  of	  a	  few	   cases.	   Cross-­‐case	   comparability	   is	   allowed	   in	   this	   design,	  which	  will	   allow	  the	   authors	   to	   collect	  data	  with	   the	  purpose	  of	   identify	  patterns	  of	   association	  (Bryman	   &	   Bell,	   2011).	   This	   suits	   the	   goal	   of	   the	   study	   and	   is	   suitable	   when	  answering	   research	   question	   two;	   “What	   patterns	   of	   leadership	   styles	   exist	   in	  companies	  that	  are	  successful	  and	  less	  successful	  in	  continuous	  improvements?”	  	  	  In	   order	   to	   support	   the	   results	   from	   the	   case	   study,	   a	   triangulation	   study	   of	   a	  selection	  of	  29	  case	   companies	  was	  used.	  However,	   enough	  data	  was	  provided	  by	   only	   12	   companies	   for	   them	   to	   be	   included	   in	   the	   triangulation	   study.	  However,	  despite	  of	   the	   relative	   low	  answering	   frequency,	   the	   selections	  of	  12	  companies	   are	   spread	   out	   over	   the	   range	   of	   companies	   successfully	   and	   less	  successfully	   implementing	   CI	   programs	   in	   their	   organizations.	   Making	   the	  selection	   still	   relevant	   to	   the	   analysis.	   A	   triangulation	   survey	   with	   other	   data	  sources	  or	  a	  larger	  selection	  of	  data	  sources	  can	  be	  used	  to	  provide	  support	  for	  the	  study	  and	  make	  the	  results	  more	  generalizable	  (Bryman	  &	  Bell,	  2011).	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4.3	  Part	  2:	  Case	  Study	  -­‐	  Studying	  Leadership	  through	  the	  Path	  Goal	  Model	  	  The	  case	  study	  was	  built	  around	  the	  variables	  in	  the	  Path	  Goal	  model:	  leadership	  style,	   task	   characteristic	   and	   subordinate	   characteristic.	   These	   variables	   were	  collected	  using	  four	  surveys;	  see	  appendix	  8,	  9,	  10	  and	  11,	  these	  will	  be	  further	  described	   below.	   The	   surveys	   had	   clear	   instructions	   on	   how	   to	   interpret	   the	  questions	  in	  order	  to	  minimize	  misunderstandings	  that	  could	  affect	  the	  results	  of	  the	   study	   (Bryman	   &	   Bell,	   2011).	   The	   following	   sections	   will	   in	   further	   detail	  explain	  how	  the	  empirical	  data	  was	  collected	  using	  the	  four	  surveys.	  
Collection	  of	  Leadership	  Styles	  In	   each	   case	   company,	   two	   leaders	   and	   one	   employee	   filled	   out	   a	   PGLQ	  leadership	   style	   survey	   proposed	   by	   the	   Path	   Goal	   model,	   appendix	   3.	   The	  respondents	  were	  chosen	  on	  the	  basis	  of	  their	  roles	  in	  CI	  work	  at	  the	  company	  and	   their	   relationship	   to	   each	   other.	   All	   companies	   provided	   respondents	  consisting	  of	  a	   senior	  manager,	  a	  middle	  manager	  and	  an	  employee.	   In	  all	   four	  case	   companies	   the	   senior	  manager	  was	   the	  ultimate	  decision	  maker	   and	   thus	  had	  an	  important	  role	  in	  implementing	  and	  sustaining	  CI	  programs.	  The	  middle	  manager	  was	  involved	  in	  CI	  work	  and	  quality	  management	  initiatives	  within	  the	  company	   and	   all	   employees	  participating	   in	   the	   surveys	  had	  participated	   in	  CI	  work.	  Because	  all	   respondents	  were	   involved	   in	  CI	   activities	   at	   the	   companies,	  the	  selection	  of	  respondents	  were	  likely	  to	  provide	  results	  that	  are	  relevant	  to	  a	  CI	  context.	  Both	  of	   the	   leaders	   in	  each	  case	  company	  were	  asked	   to	   fill	  out	   the	  survey	  in	  order	  to	  determine	  their	  own	  leadership	  style,	  appendix	  8.	  According	  to	  Bryman	  and	  Bell	  (2011)	  results	  are	  more	  trust	  worthy	  if	  validated.	  Therefore,	  the	  authors	  re-­‐created	  the	  survey	  to	  also	  be	  answered	  for	  one’s	  leader,	  appendix	  9.	  The	  middle	  manager	  answered	   the	  validation	  survey	   for	   the	  senior	  manager	  and	   the	  employee	  answered	   for	   the	  middle	  manager.	   In	   total,	   two	  respondents	  determined	  the	  style	  for	  each	  leader:	  the	  leader	  and	  a	  subordinate.	  This	  process	  is	  visualized	  in	  figure	  11	  below.	  	  	  	  
	  	  Figure	  11:	  An	  overview	  of	  the	  process	  for	  collecting	  empirical	  data	  on	  leadership	  style	  	  To	  keep	  the	  reliability	  of	  the	  Path	  Goal	  model,	  the	  authors	  used	  the	  PGLQ	  as	  the	  leadership	  survey	  to	  determine	  the	  leadership	  styles	  used	  by	  the	  senior	  manager	  and	   the	  middle	  manager.	   The	   validation	   survey	  was	   created	   from	   the	  PGLQ	   in	  order	   to	   keep	   the	   reliability	   of	   the	   model,	   however,	   making	   the	   respondents	  
• My	  middle	  manager's	  leadership	  style	  
Employee	  
•  My	  leadership	  style	  	  •  My	  senior	  manager's	  leadership	  style	  
Middle	  Manager	   •  My	  leadership	  style	  
Senior	  Manager	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answer	  for	  their	  leader	  instead	  of	  for	  themselves.	  The	  PGLQ	  was	  translated	  into	  Swedish,	  as	  this	  is	  the	  native	  language	  of	  all	  the	  respondents.	  The	  authors	  realize	  that	   translating	   the	   questionnaire	   might	   have	   damaged	   the	   reliability	   of	   the	  answers	   by	   creating	   differences	   between	   the	   original	   questionnaire	   and	   the	  translated	   copy.	   To	   minimize	   translation	   and	   interpretation	   errors,	   several	  persons	   revised	   and	   compared	   the	   survey	   to	   the	   original	   PGLQ.	   The	   PGLQ	  determine	   four	   different	   leadership	   styles:	   directive,	   participative,	   supportive	  and	  achievement-­‐oriented,	  figure	  12.	   	  
	  	  Figure	  12:	  A	  description	  of	  the	  four	  different	  leadership	  styles	  	  The	   respondents	   were	   assigned	   a	   high/common/low	   score	   on	   the	   different	  leadership	   styles	   depending	   on	   the	   scores	   from	   the	   survey.	   If	   the	   leader	   was	  assigned	   a	   high,	   common	   or	  mixed	   high/common	   score	   from	   the	   respondents	  that	  styles	  was	  assigned	  to	  the	  leader.	  If	  the	  leader	  was	  assigned	  a	  common,	  low	  or	  mixed	   common/low	   score,	   the	   style	  was	   not	   assigned	   to	   the	   leader.	   In	   this	  way,	  the	  different	  styles	  used	  by	  the	  leaders	  were	  identified.	  The	  score	  provides	  information	  about	  which	  style	  of	   leadership	  one	  use	  most	  often	  and	  which	  one	  use	  less	  often.	  A	  high	  score	  indicates	  that	  the	  style	  is	  often	  used,	  a	  common	  score	  indicates	  that	  the	  style	  is	  commonly	  used	  and	  a	  low	  score	  indicates	  that	  the	  style	  is	  seldom	  used.	  The	  scores	  also	  provide	  information	  about	  the	  use	  of	  each	  style	  in	  relation	  to	  the	  other	  styles.	  	  	  
Collection	  of	  Employee	  and	  Task	  Characteristic	  As	   the	   Path	   Goal	   model	   does	   not	   provide	   any	   clear	   instructions	   for	   how	   to	  determine	   employee	   and	   task	   characteristics,	   the	   authors	   created	   two	   surveys	  based	  on	  the	  descriptions	  of	  employee	  and	  task	  characteristics	  described	  by	  the	  Path	  Goal	  model,	   see	  appendix	  10	  and	  11.	  To	  gain	   reliable	   results	  of	  employee	  and	  task	  characteristics,	  the	  authors	  included	  ten	  randomly	  chosen	  respondents	  from	  each	  company	  in	  each	  survey.	  This	  amount	  of	  respondents	  was	  considered	  likely	   to	   represent	   the	   overall	   employee	   and	   task	   characteristics	   of	   the	  companies,	  since	  each	  company	  consisted	  of	  between	  18	  –	  31	  employees.	  Hence,	  the	   selection	   of	   employees	  made	   up	   for	   at	   least	   one	   third	   of	   the	   employees	   in	  each	  case	  company.	  Both	  of	  the	  two	  surveys	  will	  be	  described	  in	  more	  detail	   in	  the	  following	  sections.	  	  The	  survey	  measuring	  subordinate	  characteristics	  was	  built	  on	  the	  subordinate	  characteristics	   described	   in	   the	   Path	   Goal	  model:	   internal	   or	   external	   locus	   of	  
Style DescriptionDirective Provides,guidance,and,physchological,structureParticipative Provides,involvementSupportive Provides,nurturanceAchievement8oriented Provides,challenges
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control,	  perception	  of	  own	  ability	  and	  the	  need	  for	  work	  structure	  and	  affiliation,	  figure	  13.	  The	  survey	  can	  be	  viewed	  in	  appendix	  10.	  	  	  
	  	   Figure	  13:	  Factors	  included	  in	  the	  subordinate	  characteristics	  survey	  	  Likewise,	   the	   survey	   measuring	   task	   characteristics	   was	   based	   on	   the	  description	  of	  task	  characteristics	  in	  the	  Path	  Goal	  model:	  the	  nature	  of	  the	  task	  itself	   (ambiguous	   or	   clear/repetitive	   or	   challenging),	   the	   authority	   system	   and	  group	  norms,	  figure	  14.	  The	  survey	  can	  be	  viewed	  in	  appendix	  11.	  	  	  
	  	   Figure	  14:	  Factors	  included	  in	  the	  task	  characteristics	  survey	  	  Both	  surveys	  followed	  the	  same	  structure	  using	  a	  few	  statements	  about	  task	  and	  subordinate	   characteristics	   and	   a	   scale	   ranging	   from	  1-­‐5.	   The	   respondent	  was	  asked	   to	   choose	   the	  number	  on	   the	   scale,	   and	   thereby	   the	   statement	   that	   best	  suited	  their	  preference.	  The	  employees	  were	  also	  asked	  to	  confirm	  that	  they	  had	  been	  involved	  in	  CI	  activities	  at	  their	  company.	  This	  was	  a	  way	  of	  confirming	  that	  all	   respondents	   answer	   according	   to	   earlier	   personal	   experiences	   from	   CI.	  Detailed	  instruction	  on	  how	  to	  fill	   in	  the	  survey	  was	  also	  provided	  at	  the	  top	  of	  the	  survey.	  	  	  To	   ensure	   reliability,	   the	   results	   were	   analyzed	   using	   both	   mean	   value	   and	  standard	   deviation.	   If	   the	   mean	   value	   scored	   3.5	   or	   higher	   with	   a	   maximum	  standard	   deviation	   of	   1,	   the	   employees	   and	   tasks	   were	   assigned	   the	  characteristics	   on	   the	   right	   hand	   side	   of	   the	   survey.	   Similar,	   if	   the	  mean	   value	  scored	  2.5	  or	  lower	  with	  a	  maximum	  standard	  deviation	  of	  1,	  the	  employees	  and	  tasks	  were	  assigned	  the	  characteristics	  on	  the	  left	  hand	  side.	  If	  the	  results	  were	  outside	   these	   intervals,	   the	   companies	   were	   assigned	   mixed	   characteristics.	  Meaning	  that	  both	  the	  statement	  on	  the	  right	  and	  left	  hand	  side	  of	  the	  survey	  is	  true	  for	  employees	  working	  with	  CI	  in	  the	  organization.	  	  	  Finally,	   the	   leadership	   styles,	   task	   and	   subordinate	   characteristics	   assigned	   to	  each	   case	   company	   were	   analyzed	   in	   relation	   to	   each	   other	   in	   order	   to	   find	  patterns	  of	  leadership	  styles	  matching	  the	  need	  for	  leadership	  in	  the	  CI	  setting	  at	  
Employee(characteristic Description
Internal(locus(of(control Believes'that'events'in'his/her'life'derive'primarily'from'own'actions
External(locus(of(control Believes'that'events'in'his/her'life'derive'primarily'from'external'factors
Preferences(for(structure Amount'of'task'clarity'needed'to'feel'comfortable
Needs(for(affiliation Level'of'friendliness'in'relationship'to'leader
Self:percieved(level(of(task(ability Employees'own'perception'of'abilities'and'competence
Type Description
Task Clear&or&AmbigousRepetive&or&Challenging
Authority2system Rules&and&work&requirements&are&clear
Group2Norms Cohesiveness&and&clear&role&responsibilities
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the	   case	   companies.	   In	   section	   3.3,	   the	   complete	   analyze	   model	   is	   found.	  Furthermore,	   the	   empirical	   results	   were	   compared	   to	   the	   fact	   that	   the	   case	  companies	  performed	  differently	  on	  CI	  implementation.	  This	  comparison	  formed	  the	  basis	  of	  two	  hypotheses	  that	  was	  tested	  in	  the	  triangulation	  survey	  in	  part	  3.	  	  
4.4	  Part	  3:	  The	  Triangulation	  Study	  The	  third	  part	  consists	  of	  a	  triangulation	  survey	  aiming	  to	  confirm	  or	  discard	  the	   hypotheses	   formed	   in	   part	   2	   for	   a	   greater	   population	   of	   12	   companies.	  Furthermore,	   the	  results	   from	  the	  triangulation	  survey	  were	  also	  compared	  to	  the	  data	  on	  CI	  implementation	  presented	  in	  part	  1.	  	  	  	  	  The	  triangulation	  survey	  was	  built	  around	  the	  hypotheses	  formed	  in	  part	  2.	  The	  survey	  consisted	  of	  five	  questions,	  measuring	  on	  a	  scale	  from	  1-­‐10	  how	  well	   employees	   perceive	   their	   need	   for	   leadership	   to	   be	   fulfilled	   by	   all	  leaders	  within	  the	  organization	  and	  to	  what	  extent	  the	  four	  leadership	  styles	  from	  the	  Path	  Goal	  model	  exist	  in	  the	  organization.	  The	  triangulation	  survey	  can	  be	  viewed	  in	  appendix	  12.	  	  	  A	  large	  selection	  of	  12	  companies,	  all	  from	  the	  original	  selection	  group	  of	  29	  companies,	  was	   included	   in	  the	  triangulation	  study.	  The	  triangulation	  study	  was	  made	   in	   order	   to	   investigate	   if	   the	   vague	   patterns	   of	   leadership	   styles	  found	   in	  part	  2	  were	  also	  visible	   for	   a	   larger	   selection	  of	   companies.	  To	  be	  able	   to	   capture	   the	   leadership	   aspects	   in	   each	   organization,	   all	   employees	  except	   for	   the	   managers,	   were	   invited	   to	   participate	   in	   the	   survey.	   More	  respondents,	  raises	   the	  reliability	  and	   increases	   the	   likelihood	  that	   the	  data	  captured	  reflects	   the	   true	  situation	   in	   the	  company.	  As	   the	  survey	  aimed	   to	  reflect	   the	   over	   all	   leadership	   situation	   in	   companies,	   data	   from	   the	  triangulation	   survey	   had	   to	   be	   representative	   for	   the	   company	   as	   a	  whole.	  Therefore,	   only	   companies	   with	   an	   answering	   frequency	   corresponding	   to	  more	  than	  one	  third	  of	   the	  total	  number	  of	  employees	  were	   included	  in	  the	  analysis.	   Furthermore,	   if	   any	   outliers	   were	   found	   in	   the	   data,	   the	   analyses	  were	   run	  with	  and	  without	   them	   in	  order	   investigate	  how	  outliers	   affected	  the	  results	  of	  the	  survey.	  	  As	  the	  survey	  used	  a	  scale	  from	  1-­‐10,	  data	  had	  to	  be	  interpreted	  to	  weather	  the	  need	  for	  leadership	  was	  fulfilled	  or	  not	  and	  whether	  the	  leadership	  styles	  existed	   or	   not.	   Following	   a	   similar	   reasoning	   as	   when	   interpreting	   the	  surveys	   for	   task	   and	   employee	   characteristics,	   styles	   were	   distinguished	  when	   employees	   scored	   a	   mean	   value	   of	   seven	   or	   higher	   with	   a	   standard	  deviation	  of	   less	  than	  two.	  When	  scoring	  below	  these	   limits	  styles	  were	  not	  considered	   distinguishable	   within	   the	   organizations.	   The	   same	   limit	   was	  applied	  for	  the	  question	  about	  fulfillment	  of	  employees	  need	  for	  leadership.	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To	   investigate	   the	   reliability	   of	   the	   results	   in	   the	   triangulation	   survey,	   a	  sensitivity	  analysis	  was	  made.	  By	  shifting	  the	  mean	  value	  from	  seven	  to	  five,	  with	  the	  same	  standard	  deviation	  in	  order	  to	  view	  the	  potential	  effects	  of	  the	  limits.	  This	  suggests	  that	  respondents	  that	  only	  score,	  for	  example	  three	  out	  of	   ten,	  primarily	  perceives	   the	   leader	   style	   as	   less	  distinct	   (scores	  0-­‐5)	  will	  still	  count	  as	  a	  score	  for	  a	  distinct	  leadership	  style	  (scores	  5-­‐10).	  A	  sensitivity	  analysis	  helped	  analyze	  the	  reliability	  of	  the	  results	  (Bryman	  &	  Bell,	  2011).	  	  
4.5	  Generalizability	  and	  Reliability	  It	   can	   be	   argued	   that	   a	   small	   selection	   of	   case	   companies	   affects	   the	  generalizability	  of	   this	   study	   (Bryman	  &	  Bell,	   2013).	   Since	   the	   result	   of	   the	  case	   study	   in	   part	   2	   provided	   vague	   evidence,	   the	   small	   selection	   made	   it	  more	   difficult	   to	   generalize	   the	   results	   to	   the	   whole	   industry.	   However,	  according	  to	  Yin	  (2005)	  the	  results	  of	  a	  case	  study	  with	  a	  small	  selection	  can	  be	  generalized	  if	  the	  cases	  used	  are	  representative	  for	  the	  particular	  industry	  or	   sector.	   The	   four	   companies	   participating	   in	   the	   case	   study	   were	  representative	   for	   electrician	   contractor	   companies.	   Furthermore,	   all	   the	  respondents	  have	  actively	  worked	  with	  CI	  as	  part	  of	  the	  quality	  management	  initiatives	   at	   their	   companies.	   This	   made	   the	   case	   studies	   selected	   a	  representative	   selection.	   Furthermore,	   the	   time	   frame	   of	   16	  weeks	   for	   this	  study	  justifies	  the	  small	  selection	  of	  case	  companies.	  A	  small	  selection	  gives	  the	  authors	  a	  manageable	  amount	  of	  empirical	  data	  to	  handle	  and	  a	  chance	  to	  interpret	  the	  results	  in	  such	  short	  time.	  	  	  To	   further	   increase	   the	   reliability	   of	   this	   study	   and	   increase	   the	  generalizability,	  a	  triangulation	  survey	  was	  included	  in	  order	  to	  confirm	  the	  findings	  for	  a	  larger	  selection	  of	  29	  companies.	  This	  is	  supported	  by	  Bryman	  &	  Bell	  (2011)	  that	  claims	  that	  a	  triangulation	  survey	  with	  a	  larger	  selection	  of	  data	   sources	   can	   be	   used	   to	   provide	   support	   for	   the	   study	   and	   make	   the	  results	  more	  generalizable	  (Bryman	  &	  Bell,	  2011).	  	  In	  both	  the	  case	  study	  and	  the	  triangulation	  survey	  at	   least	  one	  third	  of	  the	  employees	  working	   in	   the	  companies	  participated	   in	   the	  surveys.	  This	   limit	  was	  set	  in	  order	  for	  the	  data	  to	  be	  reliable	  and	  representative	  for	  the	  whole	  company.	  As	  the	  size	  of	  the	  companies	  invited	  to	  participate	  range	  from	  11	  to	  131	   employees	   this	   account	   for	   large	   differences	   in	   the	   number	   of	  respondents	   at	   each	   case	   company.	   Furthermore,	   some	   of	   the	   larger	  companies	  were	   not	   able	   to	   provide	   the	   amount	   of	   respondents	   needed	   to	  ensure	   reliability;	   they	  were	   excluded	   from	   the	   study.	   Therefore,	   only	   data	  from	  12	  companies	  were	  included	  in	  the	  analysis	  of	  the	  triangulation	  survey.	  However,	  as	   the	  data	  was	  representative	   for	  each	  one	  of	   the	  12	  companies,	  the	  overall	  reliability	  of	  the	  results	  of	  the	  study	  was	  considered	  strengthened.	  Furthermore,	   according	   to	   Yin	   (2005)	   twelve	   case	   companies	   could	   be	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enough	   for	   the	   results	   to	   be	   generalizable	   if	   the	   companies	   are	  representative.	  	  	  The	   reliability	   of	   this	   study	   could	   furthermore	   have	   been	   affected	   by	   the	  choice	  of	   leadership	  model.	  The	  Path	  Goal	  model	  was	  chosen	  as	  a	  means	  to	  understand	   and	   measure	   leadership	   in	   the	   companies.	   When	   selecting	   the	  model,	   the	   authors	   compared	   many	   different	   leadership	   perspectives	   and	  models	   and	   found	   the	   Path	   Goal	   model	   to	   best	   suit	   the	   criteria	   for	   a	  leadership	  model	  used	  in	  a	  CI	  context.	  	  	  	  However,	   the	   Path	   Goal	   model	   brings	  many	   interrelated	   assumptions	   as	   it	  uses	   several	   variables	   that	   need	   to	   add	   up	   in	   order	   to	   find	   an	   optimal	  leadership	  style	  (Northouse,	  2013).	  Matching	  the	  three	  variables,	  leadership	  style,	  employee	  and	  task	  characteristics,	  in	  the	  model	  was	  a	  complex	  task.	  	  Furthermore,	  to	  minimize	  the	  possibility	  of	  misinterpretation	  the	  model,	  the	  authors’	   strived	   to	   resemble	   the	   original	   Path	   Goal	  model	   in	   their	   surveys	  and	  analysis.	  Still,	  reliability	  was	  affected	  by	  the	  translation	  of	  the	  surveys	  to	  Swedish.	   The	   translation	   could	   possibly	   have	   changed	   the	   meaning	   and	  purpose	   of	   the	   questions	   in	   the	   surveys	   and	   created	   misunderstandings.	  However,	   the	  authors	  saw	  a	   larger	  risk	  of	  misunderstandings	   if	   the	  surveys	  would	  have	  been	  provided	   in	  English,	  as	   this	   is	  not	   the	  respondents’	  native	  language.	   Additionally,	   some	   respondents	   may	   have	   answered	   the	   surveys	  untruthfully	   without	   their	   answers	   being	   disqualified	   from	   the	   results.	   A	  small	   selection	   of	   respondents	   is	   more	   likely	   to	   be	   affected	   by	   dishonest	  respondents.	  	  	  	  	  Furthermore,	   the	  Path	  Goal	  model	  does	  not	  bring	  any	  clear	  explanations	  on	  how	  the	  leader	  affects	  employees	  on	  certain	  motivational	  levels	  (Northouse,	  2011).	   	  Also,	   it	   is	   possible	   that	   other	   variables,	   not	   mentioned	   in	   the	   Path	  Goal	   model,	   affect	   leadership’s	   effectiveness	   in	   the	   CI	   setting.	   Therefore,	  assumptions	   on	   causality	   should	   be	   made	   with	   caution	   to	   avoid	   false	  conclusions	  in	  the	  analysis.	  	  	  	  When	  using	  a	   theory	  and	  model	   to	  explain	  a	  phenomenon,	   it	  should	  always	  be	   kept	   in	  mind	   that	   it	   provides	   a	   simplification	   of	   the	   true	   situation.	   The	  Path	   Goal	   model	   provides	   limitations,	   as	   any	   other	   model	   or	   theory	   also	  would,	   that	   affects	   the	   conclusions	   of	   this	   study.	   In	   reality	   relationships	  between	   different	   variables	   are	   often	  more	   complex	   and	   one	  model	   on	   its	  own	   can	   not	   capture	   the	   true	   situation.	   In	   the	   light	   of	   these	   insights,	   the	  conclusion	   of	   this	   study	  will	   be	   affected	   by	   the	   choice	   of	   leadership	  model	  and	  it	  will	  provide	  limitations.	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5.	  Findings	  from	  Part	  2:	  The	  Case	  Study	  	  	  
This	   section	   will	   present	   the	   results	   of	   the	   case	   study	   and	   triangulation	   study	  
performed	   in	  part	  2	  and	  3.	  First	   the	   results	   from	   the	   case	   study	   in	  part	  2	  will	  be	  
presented	  and	  two	  hypotheses	  will	  be	  formulated.	  	  
5.1	  Findings	  from	  Part	  2:	  The	  Case	  Study	  
The	   following	   section	   presents	   the	   empirical	   findings	   from	   the	   case	   study.	  
Leadership	  styles,	  subordinate	  characteristic	  and	  task	  characteristics	  found	  in	  the	  
four	   case	   companies	   are	   first	   presented.	   Followed	   by	   an	   analysis	   were	   these	  
findings	  are	  analyzed	  in	  relation	  to	  each	  other	  using	  the	  Path	  Goal	  model.	  	  
5.1.1	  Leadership	  Styles	  The	  leadership	  styles	  identified	  in	  the	  case	  companies	  are	  presented	  in	  figure	  15	  below.	  In	  accordance	  with	  the	  PGLQ	  survey,	  appendix	  3,	  the	  styles	  were	  assigned	  a	  high/common/low	  score	  depending	  on	  how	  often	  the	  leader	  uses	  the	  style.	   If	  both	   the	   respondents	   scored	   at	   least	   common	   for	   each	   leader	   and	   style,	   the	  leader	  was	   assigned	   that	   style.	   This	   can	  be	   seen	   in	   figure	   15	  below	  were	   each	  style	  assigned	  to	  a	  leader	  is	  marked	  with	  an	  ‘x’.	  	  	  
	  	  Figure	  15:	  Leadership	  styles	  found	  in	  the	  four	  case	  companies	  	  At	   Company	   A2,	   the	   senior	   manager	   received	   a	   directive,	   participative	   and	  achievement-­‐oriented	  style	   from	  the	  survey.	  The	  middle	  manager	  received	  two	  styles,	  participative	  and	  achievement-­‐oriented.	  This	  indicates	  that	  the	  leaders	  in	  this	  company	  might	  have	  the	  ability	  to	  use	  three	  different	  styles,	  which	  is	  more	  than	  in	  any	  of	  the	  other	  companies.	  Company	  A1	  and	  Company	  B2	  seems	  to	  have	  the	   same	   leadership	   styles	   within	   their	   organizations,	   directive	   and	  achievement-­‐oriented.	   At	   Company	   B1,	   the	   managers	   seem	   to	   have	   a	  participative	  and	  a	  directive	  style.	  	  	  
Senior'Manager Middle'Manager Senior'Manager Middle'Manager
Directive x x
Participative x x
Supportive
Achievement7oriented x x x x
Senior'Manager Middle'Manager Senior'Manager Middle'Manager
Directive x x
Participative x x
Supportive
Achievement7oriented x x
Group'A
Group'B
Company'B1 Company'B2
Company'A1 Company'A2
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The	  most	  widely	  used	   leadership	   style,	   found	   in	   all	   companies,	   is	   the	  directive	  style.	   	   Also,	   the	   achievement-­‐oriented	   style	   seems	   to	   exist	   in	   three	   out	   of	   four	  companies.	   However,	   in	   these	   three	   companies,	   both	   the	  middle	  manager	   and	  senior	  manager	   seem	   to	   use	   this	   style.	  Which	  makes	   it	   potentially	  more	   often	  used	  in	  these	  companies	  than	  the	  directive	  style.	  	  	  Something	   that	   stands	   out	   when	   viewing	   the	   result	   of	   the	   leadership	   styles	  questionnaire,	   is	   that	   no	   clear	   patterns	   of	   leadership	   styles	   seem	   to	   exist	  between	  companies	  in	  group	  A	  and	  B.	  	  
	  
5.1.2	  Subordinate	  Characteristic	  The	  subordinate	  characteristics	  found	  in	  the	  four	  case	  companies	  are	  presented	  in	  figure	  16	  below.	  	  
	  	  Figure	  16:	  Subordinate	  characteristics	  found	  in	  a	  CI	  setting	  in	  the	  case	  companies	  It	   is	   clear	   that	   all	   companies	   have	   a	   variety	   of	   subordinate	   characteristics.	   In	  most	  case	  companies,	  subordinates	  have	  a	  high	  internal	  locus	  of	  control	  and	  low	  external	   locus	   of	   control.	   This	  means	   that	   they	   strongly	  believe	   that	   they	  have	  control	  of	  their	  own	  lives	  and	  what	  is	  happening	  to	  them.	  All	  companies	  have	  a	  mixed	   need	   for	   structure	   and	  most	   of	   them	   have	   a	   mixed	   need	   for	   a	   friendly	  relationship	  to	  their	  team	  leader.	  At	  Company	  A1	  and	  Company	  B2	  subordinates	  trust	  their	  own	  abilities,	  while	  in	  the	  other	  two	  companies	  some	  of	  them	  do	  and	  some	  do	  not.	  	  What	   should	   be	   noticed	   is	   that	   no	   particular	   patterns	   were	   found	   in	   the	  subordinate	  characteristics	  that	  separate	  group	  A	  and	  B	  companies.	  At	  this	  part	  of	  the	  study,	  the	  authors	  saw	  the	  possibility	  of	  finding	  a	  pattern	  separating	  group	  A	  and	  B	  companies.	  Expecting	  employees	   in	  group	  A	  companies	   to	  have	  a	  high	  internal	  locus	  of	  control,	  not	  needing	  a	  leader	  to	  create	  structure	  or	  give	  support	  and	   have	   a	   high	   trust	   in	   their	   own	   abilities.	   Which	   could	   suggest	   that	   the	  subordinate	  characteristics	  themselves	  could	  have	  a	  potential	  connection	  to	  the	  success	   of	   CI.	   However,	   as	   this	   pattern	  was	   not	   found,	   this	   could	   suggest	   that	  leadership	   is	   an	   important	   factor	   for	   the	   success	   of	   CI.	  
Comapny(A1 Company(A2 Comapny(B1 Company(B2
Internal/External(locus(of(control High%internal High%internal High%internal Mixed
Need(for(structure Mixed Mixed Mixed Mixed
Relationship(to(teamleader Mixed Low Mixed Mixed
Trust(in(own(abilities High Mixed Mixed High
Group(A Group(B
	  Furthermore,	   the	  diversity	   in	  subordinate	  characteristics	  could	  be	  a	  product	  of	  the	   fact	   that	   in	   the	   CI	   setting	   all	   employees	   should	   be	   involved,	   since	   this	  includes	  employees	  with	  different	  roles,	  backgrounds	  and	  qualifications.	  	  	  	  
5.1.3	  Task	  Characteristic	  The	   task	   characteristic	   found	   in	   the	   case	   companies	   is	   presented	   in	   figure	   17	  below.	   	  	  
	  	  Figure	  17:	  Task	  characteristics	  for	  CI	  in	  the	  case	  companies	  	  The	   result	   from	   the	   task	   characteristics	   survey	   indicates	   a	   pattern	   between	  group	  A	  and	  B	  companies.	  Group	  B	  companies	  have,	  to	  greater	  extent	  than	  group	  A	   companies,	   a	   mixed	   result	   in	   their	   task	   characteristics.	   Indicating	   that	   they	  have	  a	  greater	  variation	  in	  how	  their	  employees	  perceive	  tasks	  connected	  to	  CI.	  Employees	   in	   group	   A	   companies	   seems	   to	   perceive	   tasks	   in	   a	   more	   uniform	  way.	   What	   is	   interesting	   here	   is	   that	   if	   group	   A	   companies	   would	   have	   also	  perceived	  tasks	  as	  clear,	  they	  would	  have	  had	  the	  right	  set	  of	  task	  characteristics	  for	   leadership	   to	   be	   redundant:	   clear	   and	   challenging	   tasks,	   clear	   job	  requirements,	  strong	  cohesiveness	  in	  work	  groups	  and	  clear	  roles.	  The	  Path	  Goal	  model	  suggest	  that	  with	  this	  set	  of	  task	  characteristics	  the	  employees	  are	  already	  motivated	   and	   have	   the	   support	   they	   need	   to	   fulfill	   their	   assignments	  (Northouse,	  2013).	  	  
5.1.4	  Analyzing	  the	  Results	  Using	  the	  Path	  Goal	  Model	  As	  the	  results	  of	  the	  three	  surveys	  measuring	  leadership	  styles,	  subordinate	  characteristics	  and	  task	  characteristics	  provides	  building	  blocks	  for	  interpreting	  leadership	  using	  the	  Path	  Goal	  model,	  they	  now	  have	  to	  be	  analyzed	  in	  relation	  to	  each	  other.	  As	  seen	  in	  section	  3.3,	  figure	  5	  provides	  guidelines	  for	  how	  to	  interpret	  the	  results.	  The	  table	  in	  figure	  5	  and	  its	  descriptions	  were	  used	  in	  order	  to	  determine	  what	  leadership	  styles	  is	  needed	  in	  the	  companies	  and	  compares	  this	  to	  the	  styles	  found	  in	  the	  PGLQ.	  The	  tables	  below	  show	  the	  results	  of	  the	  case	  study.	  If	  a	  leadership	  style	  is	  marked	  with	  green,	  the	  leadership	  style	  matches	  the	  subordinate	  and	  task	  characteristics	  of	  that	  company.	  If	  the	  leadership	  style	  is	  marked	  with	  red,	  the	  leadership	  style	  is	  needed	  but	  not	  found	  in	  the	  company.	  
	  
	  
	  
Company(A1 Company(A2 Company(B1 Company(B2
Task:(Clear/(Ambigous Ambiguous Mixed Mixed Clear
Task:(Challenging/Repetitive Challenging Challenging Mixed Mixed
Clear/Unclear(job(requrements Clear Clear Clear Clear3
Group(Norms:(Cohesiveness Strong Strong Mixed Mixed
Group(Norms:(Clear(Roles Clear3roles Clear3roles Mixed Mixed
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Group	  A	  As	  seen	  in	  figure	  18,	  the	  directive	  and	  achievement-­‐oriented	  styles	  seem	  to	  meet	  the	  need	  for	  leadership	  within	  company	  A1.	  However,	  there	  are	  also	  indications	  that	  a	  participative	   leadership	  style	   is	  needed,	  however,	   it	  does	  not	  seem	  to	  be	  provided	  by	  the	  managers.	  	  	  
	  	   Figure	  18:	  Company	  A1	  
	  The	   managers	   at	   Company	   A2	   seem	   to	   meet	   the	   need	   for	   a	   directive,	  participative	  and	  achievement-­‐oriented	   leadership	   style,	   figure	  19,	   covering	  all	  leadership	  styles	  that	  seem	  to	  be	  needed	  within	  the	  organization.	  	  
	  
	  	  Figure	  19:	  Company	  A2	  	  What	  should	  be	  noticed	  from	  the	  group	  A	  companies	  is	  that	  they	  all	  seem	  to	  have	  a	   need	   for	   the	   same	   three	   leadership	   styles:	   directive,	   participative	   and	  achievement-­‐oriented.	  None	  of	  the	  group	  A	  companies	  seem	  to	  need	  or	  provide	  supportive	  leadership.	  Furthermore,	  leadership	  in	  group	  A	  companies	  match	  all,	  respectively	  two	  out	  of	  three	  styles	  needed.	  	  
Directive x Low,perception,of,own,abilities Ambigous xNeed,for,clear,work,instructions x Unclear,work,requirementsHigh,external,locus,of,controlParticipative High,internal,locus,of,control x Ambigous xNeed,for,clarity xSupportive Need,for,friendly,leader x RepetitiveHigh,internal,locus,of,control xAchievementCoriented x High,perception,of,own,abilities x Ambigous, xx Challenging xClear,role,responsibility xCohesiveness x
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Group	  B	  As	  seen	   in	   figure	  20,	  Company	  B1	  seems	   to	  have	  a	  need	   for	  all	   four	   leadership	  styles.	  However,	   their	  managers	   only	   seem	   to	  meet	   the	   need	   for	   directive	   and	  participative	  leadership.	  	  	  
	  	  Figure	  20:	  Company	  B1	  	  As	  seen	  in	  figure	  21,	  there	  seems	  to	  be	  a	  need	  for	  supportive	  and	  achievement-­‐oriented	  leadership	  at	  Company	  B2,	  yet,	  managers	  within	  the	  organization	  fulfill	  only	  the	  latter.	  Also	  the	  directive	  leadership	  style	  is	  fulfilled,	  however	  this	  style	  is	   not	   needed	   within	   the	   organization	   since	   tasks	   are	   considered	   clear	   rather	  than	  ambiguous.	  	  	  
	  	  Figure	  21:	  Company	  B2	  	  There	  seems	  to	  be	  no	  clear	  pattern	  of	  what	  leadership	  styles	  are	  needed	  in	  group	  B	   companies.	   Rather,	   what	   should	   be	   noticed	   is	   that	   the	   need	   for	   leadership	  seems	  to	  differ	  between	  the	  two	  companies.	  Also,	  none	  of	  the	  group	  B	  companies	  seem	  to	  have	  the	  same	  pattern	  of	  leadership	  styles	  needed	  as	  opposed	  to	  group	  
Directive x Low,perception,of,own,abilities Ambigous xNeed,for,clear,work,instructions x Unclear,work,requirements xHigh,external,locus,of,controlParticipative x High,internal,locus,of,control x Ambigous xx Need,for,clarity xSupportive Need,for,friendly,leader x Repetitive xHigh,internal,locus,of,control xAchievementCoriented High,perception,of,own,abilities x Ambigous, xChallenging xClear,role,responsibility xCohesiveness x
Company(B1
Leadership(Style Subordinate(Characteristics Task(Characterisitics
Directive x Low,perception,of,own,abilities AmbigousNeed,for,clear,work,instructions x Unclear,work,requirementsHigh,external,locus,of,control xParticipative High,internal,locus,of,control x AmbigousNeed,for,clarity xSupportive Need,for,friendly,leader x Repetitive xHigh,internal,locus,of,control xAchievementCoriented x High,perception,of,own,abilities x Ambigous,x Challenging xClear,role,responsibility xCohesiveness x
Company(B2
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A	  companies.	  Furthermore,	  group	  B	  companies	  seem	  to	  match	  only	  half	  of	  their	  leadership	  styles	  with	  the	  styles	  needed.	  	  	  
5.1.5	  Conclusions	  from	  the	  Case	  Study	  The	  results	  indicate	  no	  clear	  pattern	  of	  leadership	  styles	  separating	  group	  A	  and	  B	  companies.	  However,	  group	  A	  companies	  seems	  to	  a	  larger	  extent	  succeeded	  in	  meeting	   the	  need	   for	   leadership	  styles	   than	  group	  B	  companies.	  The	  Path	  Goal	  model	   suggests	   that	  meeting	   the	  need	   for	   leadership	  with	   the	   right	   leadership	  style	  provides	  motivation	  by	  helping	  employees	   reach	   their	   goals	   and	   increase	  their	   satisfaction	   and	   expectations	   for	   success.	   The	   right	  match	   between	   style	  and	   situation,	   defined	   by	   subordinate	   and	   task	   characteristics,	  makes	   effective	  leaders	  (Northouse,	  2013).	  Kaye	  and	  Anderson	  (1999)	  suggest	  that	  leadership	  is	  an	   important	   driving	   force	   for	   successful	   CI.	   Therefore	   suggesting	   that	  leadership	  might	  be	  connected	  to	  the	  success	  of	  CI.	  This	  seems	  to	  be	  supported	  by	   the	   findings	   from	   the	  case	  study	  since	  group	  A	  companies	   to	  greater	  extent	  match	   the	   need	   for	   leadership	   styles	   and	   are	  more	   successful	   in	   CI,	   leading	   to	  hypothesis	  1:	  	  
Hypothesis	  1:	  CI	  becomes	  more	  successful	  when	  leadership	  is	  matched	  to	  the	  need	  
for	  leadership	  in	  the	  CI	  setting.	  	  The	  Path	  Goal	  model	  suggests	  that	  no	  leadership	  styles	  are	  more	  important	  than	  others;	   rather	   it	   is	   the	  match	   between	   leadership	   style	   and	   situation	   that	  will	  make	  leadership	  efficient	  (Northouse,	  2013).	  Group	  A	  companies	  that	  are	  more	  successful	  in	  CI	  seem	  to	  have	  the	  same	  need	  for	  leadership	  styles,	  while	  the	  less	  successful	   group	   B	   companies	   seem	   to	   have	   different	   needs.	   Suggesting	   that	  some	   styles	   might	   be	   more	   important	   for	   successful	   CI	   than	   others,	   which	   is	  contradictory	  to	  the	  Path	  Goal	  model.	  	  	  The	   need	   for	   leadership	   styles	   is	   affected	   by	   the	   subordinate	   and	   task	  characteristics.	  No	   clear	  patterns	  of	   subordinate	   characteristics	  were	   indicated	  between	  group	  A	  and	  B	  companies.	  However,	  the	  results	  for	  task	  characteristics	  indicates	   a	   pattern	   were	   group	   A	   companies	   seem	   to	   have	   employees	   that	  perceive	  CI	   tasks	  similarly,	  while	  the	  employees	   in	  group	  B	  companies	  seem	  to	  have	  a	  more	  mixed	  view	  of	  CI	  tasks.	  Perhaps,	  employees	   in	  group	  A	  companies	  that	   are	  more	   successful	   in	   CI,	   are	   also	  more	   informed	   about	   CI?	  And	  perhaps	  this	   is	   a	   result	  of	   the	   leadership	   in	   their	  organizations.	   In	  any	  case,	   this	  affects	  the	  need	  for	  particular	  leadership	  styles.	  Therefore,	  leading	  to	  hypothesis	  2:	  	  	  
Hypothesis	  2:	  Some	  leadership	  styles	  are	  more	  important	  than	  others	  in	  the	  CI	  
setting	  	  It	  should	  be	  kept	  in	  mind	  that	  the	  data	  used	  in	  the	  case	  study	  only	  represent	  four	  case	   companies.	   However,	   as	   described	   in	   section	   4.4	   Part	   2:	   Case	   Study	   -­‐	  studying	  leadership	  through	  the	  Path	  Goal	  model,	  were	  the	  methodology	  of	  the	  case	   study	   is	   discussed,	   the	   selection	   of	   respondents	   are	   considered	   highly	  relevant	  to	  the	  aim	  of	  this	  study	  since	  they	  all	  are	  closely	  involved	  in	  CI	  activities	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within	  the	  case	  companies.	  The	  results	  might	  not	  be	  possible	  to	  generalize	  to	  a	  whole	   industry;	   rather	   they	   provide	   a	   basis	   for	   further	   investigation	   of	   the	  connection	  between	  CI	  and	  leadership.	  Therefore,	  part	  3	  of	  this	  study	  is	  based	  on	  the	  two	  hypotheses	  that	  has	  been	  formulates	  from	  the	  case	  study.	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6.	  Findings	  from	  Part	  3:	  The	  Triangulation	  Study	  	  
The	   following	  section	  will	  present	   the	   findings	   from	  the	   triangulation	  study.	  First	  
the	   data	   concerning	   the	   fulfillment	   level	   of	   the	   need	   for	   leadership	   will	   be	  
presented.	  Then,	  the	  data	  concerning	  leadership	  styles	  will	  be	  presented.	  	  
6.1	  The	  Fulfillment	  Level	  of	  the	  Need	  for	  Leadership	  The	   results	   of	   the	   first	   question	   in	   the	   triangulation	   survey	   concerning	   the	  fulfillment	   level	   of	   need	   for	   leadership	   is	   compared	   to	   the	   number	   of	  improvement	   suggestions	   per	   employee	   and	   employee	   involvement	   rate	   in	   CI	  activities	   and	   presented	   in	   figure	   22	   below.	   The	   comparison	   is	  made	   for	   both	  2013	   and	   2014.	   For	   five	   companies,	   the	   data	   indicates	   that	   the	   need	   for	  leadership	   is	   fulfilled.	   There	   seems	   to	   be	   a	   correlation	   between	   companies	  fulfilling	  the	  need	  for	  leadership	  and	  a	  higher	  number	  of	  employee	  improvement	  suggestions	  and	  a	  higher	  involvement	  rate.	  However,	  Company	  M	  seems	  to	  be	  an	  exception	  from	  this	  assumption.	  Perhaps,	  providing	  an	  outlier	  in	  the	  data	  set.	  	  	  
	  	  Figure	  22:	  Fulfillment	  of	  need	  for	  leadership	  	  The	   correlation	   coefficient	   between	   the	   variables	   is	   presented	   in	   figure	   23	  below.	   A	   positive	   correlation	   is	   indicated	   between	   how	   well	   the	   need	   for	  leadership	   is	   fulfilled	   and	   the	   number	   of	   improvements	   suggestions	   per	  employee.	   Also	   a	   positive	   correlation	   is	   found	   between	   how	  well	   the	   need	   for	  leadership	  is	  fulfilled	  and	  the	  employee	  involvement	  rate	  in	  CI.	  When	  removing	  Company	  M	  from	  the	  data	  set,	  the	  correlation	  becomes	  significantly	  stronger	  for	  the	  number	  of	  improvements	  and	  the	  involvement	  rate	  for	  both	  2013	  and	  2014.	  	  
Company Fulfillment/
level/of/
leadership/
need
Need/for/
leadership/
fulfilled
Improvement/
suggestion/per/
employee/and/
year
Involvement/
rate/in/CI
Improvement/
suggestion/
per/employee/
and/year
Involvement/
rate/in/CI
C 4,72 0,41 13% 0,75 31%D 5,33 0,14 5% 0,27 11%E 5,88 0,22 4% 0,07 7%F 5,94 0,47 5% 0,29 16%G 6,00 1,38 14% 0,1 3%H 6,84 1,35 48% 0,74 35%I 7,00 (almost) 2 63% 2,75 46%J 7,13 x 2,45 51% 2,76 55%K 8,00 x 1,67 82% 1,04 18%A1 8,00 x 2,19 48% 4,03 74%L 9,09 x 3,36 43% 3,14 21%M 9,40 x 0,36 14% 0,14 7%
2013 2014
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  Figure	  23:	  Correlation	  between	  fulfillment	  level	  and	  number	  of	  improvement	  suggestions	  per	  employee	  and	  employee	  involvement	  rate	  in	  CI	  	  Clearly	  the	  data	  from	  Company	  M	  affects	  the	  result	  of	  the	  triangulation	  survey	  by	  weakening	   the	   positive	   correlation.	   However,	   the	   correlation	   is	   still	   positive	  when	  all	  12	  companies	  are	  included	  in	  the	  data	  set.	  Furthermore,	  Company	  M	  is	  a	   relative	   small	   company	   with	   14	   employees	   and	   has	   provided	   only	   5	  respondents	  in	  the	  triangulation	  survey.	  Even	  though	  this	  is	  enough	  to	  fulfill	  the	  limits	  of	  being	  included	  in	  the	  analysis,	  the	  empirical	  evidence	  can	  be	  considered	  as	  relatively	  weak	  since	  any	  error	  of	  measurements	  in	  such	  small	  data	  set	  would	  have	   large	   consequences.	   For	   example	   the	   respondents	   could	   have	  misinterpreted	  the	  questions	  in	  the	  survey	  or	  not	  answering	  truthfully.	  On	  these	  grounds,	   Company	  M	   is	   considered	   an	   outlier	   that	   can	   potentially	   be	   removed	  from	   the	   data	   set.	   Removing	   Company	   M	   will	   not	   significantly	   change	   the	  interpretation	  of	  the	  result,	  only	  making	  correlation	  stronger.	  	  	  	  
6.2	  Leadership	  Styles	  The	   indications	   of	   leadership	   styles	   found	   in	   the	   companies	   are	   presented	   in	  figure	  24	  below.	  The	  result	  suggests	  that	  some	  companies	  seem	  to	  have	  almost	  all	  leadership	  styles	  present	  in	  their	  organizations,	  while	  in	  some	  companies	  no	  distinct	  leadership	  styles	  seem	  to	  be	  found.	  When	  comparing	  figure	  22	  to	  figure	  24,	   it	   becomes	   clear	   that	   companies	   successful	   in	   CI	   also	   seem	   to	   have	   many	  leadership	   styles.	   Similarly,	   the	   companies	   less	   successful	   in	  CI	   seem	   to	  be	   the	  companies	  with	  no	  distinct	  leadership	  styles.	  	  	  	  	  
Correlation*between: All*companies All*companies*
excluding*M
All*companies All*companies*
excluding*M
Fulfillment*level*of*
need*for*leadership*&*
improvement*
suggestions*per*
employee*and*year
0,57 0,83 0,46 0,68
Fulfillment*level*of*
need*for*leadership*&*
employee*
involvement*rate*in*
CI
0,5 0,86 0,16 0,57
2013 2014
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  Figure	  24:	  Leadership	  styles	  	  Furthermore,	   no	   particular	   style	   seems	   to	   stand	   out	   as	   significantly	   more	  frequent	   than	   the	   others.	   Hence,	   there	   is	   no	   clear	   pattern	   indicating	   that	   any	  style	  is	  significantly	  more	  common	  than	  the	  others.	  	  	  	  To	  investigate	  the	  reliability	  in	  the	  results	  a	  sensitivity	  analysis	  was	  performed,	  shifting	  the	  limits	  for	  what	  score	  leadership	  styles	  was	  considered	  distinguished	  or	  not.	  The	  results	  are	  presented	  in	  figure	  25	  below.	  	  	  	  
	  	  Figure	  25:	  Sensitivity	  analysis	  
Company Directive Participative Supportive Achievement4
OrientedCDEFGH xI x xJ x x x xK x x x xA1 x x xL x x x xM x x x x
Company Directive Participative Supportive Achievement4
OrientedC x xD x x xE x x x xF x x xG x x xH x x x xI x x xJ x x x xK x x x xA1 x x xL x x x xM x x x x
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  Clearly,	  with	   the	   lower	   limits	  more	   companies	   have	  distinguishable	   leadership	  styles.	  In	  fact	  it	  seems	  like	  all	  companies	  to	  some	  extent	  have	  distinct	  leadership	  styles.	   Furthermore,	   almost	   all	   of	   them	   seem	   to	   have	   three	   or	   more	   styles,	  indicating	  a	  large	  spectrum	  of	  styles	  in	  their	  organizations.	  	  	  	  	  	  The	   sensitivity	   analysis	   suggests	   that	   the	   companies	   less	   successful	   in	   CI	   also	  have	  many	  distinct	  styles,	  questioning	  the	  reliability	  of	  the	  results.	  When	  shifting	  the	  limits	  for	  what	  styles	  are	  “distinguishable”	  from	  a	  mean	  value	  of	  seven	  to	  five	  on	   a	   scale	   of	   1-­‐10,	  with	   the	   same	   standard	   deviation	   of	   two,	   the	   effects	   of	   the	  limits	  are	  visible.	  The	  higher	   limit	  would	  only	   include	  distinct	   leadership	  styles	  on	   a	   score	   between	   5-­‐10,	   however	   the	   lower	   limit	   would	   include	   styles	   that	  score	  between	  3-­‐10.	  It	  can	  be	  argued	  that	  a	  score	  between	  3-­‐5	  cannot	  be	  seen	  as	  an	  indication	  of	  a	  distinct	  style.	  Since	  a	  person	  that	  receives	  a	  score	  between	  0-­‐5	  is	   viewed	   as	   less	   likely	   to	   have	   that	   style,	   than	   a	   person	   that	   receives	   a	   score	  between	  5-­‐10.	  Therefore,	  the	  results	  of	  the	  sensitivity	  analysis	  will	  not	  be	  taken	  into	  account	  in	  this	  analysis	  as	  the	  results	  are	  likely	  to	  provide	  a	  biased	  view	  of	  what	   styles	   is	   distinguished	   or	   not.	   Furthermore,	   even	   if	   the	   results	   using	   the	  lower	   limit	   would	   have	   been	   used,	   the	   pattern	   for	   what	   leadership	   styles	   are	  distinguished	  is	  still	  the	  same.	  Indicating	  that	  all	  leadership	  styles	  exist	  and	  all	  of	  them	  are	  equally	  important.	  	  	  To	  conclude,	  the	  results	  from	  the	  triangulation	  survey	  indicates	  that	  companies	  successful	   in	  CI	  match	  the	  need	  for	   leadership	  with	   leadership	  provided	  within	  their	   organizations.	   Furthermore,	   the	   companies	   successful	   in	  CI	   seem	   to	  have	  many	  distinct	  leadership	  styles.	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7.	  Analysis	  
	  
The	  analysis	  will	  compare	  the	  two	  hypotheses	  of	  the	  case	  study	  with	  the	  results	  of	  
the	   triangulation	   survey.	   The	   results	   will	   be	   explained	  with	   the	   knowledge	   of	   CI	  
that	  has	  been	  acquired	  during	  the	  literature	  study.	  	  
7.1	  Analysis	  of	  Hypothesis	  1	  and	  Triangulation	  Results	  
Hypothesis	   1:	   CI	  becomes	  more	   successful	  when	   leadership	   is	  matched	   to	   the	  need	  for	  leadership	  in	  the	  CI	  setting	  	  The	  results	  from	  the	  triangulation	  survey	  indicates:	  
• A	  positive	  correlation	  between	  how	  well	  leaders	  meet	  subordinates	  need	  for	  leadership	  and	  the	  number	  of	  improvement	  initiatives	  per	  employee.	  	  
• A	  positive	  correlation	  between	  how	  well	  leaders	  meet	  subordinates	  need	  for	  leadership	  and	  the	  employee	  involvement	  rate	  in	  CI	  activities.	  	  The	  results	  of	  the	  triangulation	  survey	  indicates	  that	  companies	  successful	  in	  CI,	  having	   a	   high	   number	   of	   improvement	   initiatives	   per	   employee	   and	   a	   high	  involvement	   rate,	   have	   leaders	   in	   their	   organizations	   that	   to	   a	   greater	   extent	  meet	  their	  employees	  need	  for	  leadership.	  This	  strengthens	  the	  results	  from	  the	  case	  study,	  which	  also	  indicated	  that	  companies	  successful	  in	  CI	  seems	  to	  have	  a	  slightly	  stronger	  ability	  to	  match	  their	   leadership	  styles	  to	  the	  subordinate	  and	  task	  characteristics	  in	  the	  CI	  setting	  than	  the	  less	  successful	  companies.	  	  	  	  According	   to	   the	   Path	   Goal	   model,	   subordinates	   are	  motivated	   and	   will	   reach	  their	  goals	  when	  the	  leadership	  style	  of	  the	  leader	  match	  the	  motivational	  need	  of	  the	  subordinates	  in	  their	  given	  work	  setting,	  a	  good	  match	  makes	  leadership	  more	   efficient	   (Northouse,	   2013).	   This	   can	   potentially	   explain	  why	   companies	  with	   a	   good	   match	   seem	   to	   succeed	   with	   both	   motivating	   more	   of	   their	  employees	   to	   participate	   in	   CI	   work	   and	   receiving	   more	   improvement	  suggestion	   per	   employee.	   Hence,	   making	   implementation	   of	   CI	   programs	  successful.	  This	  indicates	  that	  hypothesis	  1	  is	  true.	  	  	  In	   their	   CI	  model,	   Kaye	   and	  Anderson	   (1999)	   suggested	   that	   leadership	   by	   all	  managers	   is	   a	   driving	   force	   for	   successful	   implementation	   of	   CI	   programs	   and	  sustaining	   CI	   over	   time.	   The	   empirical	   findings	   in	   this	   case	   study	   partly	  strengthens	   this	   assumption	   since	   it	   indicates	   that	   efficient	   leadership	  contributes	   to	   successful	   implementation	   of	   CI	   programs.	   However,	   no	  assumptions	  can	  be	  drawn	  about	   the	  effect	  of	   leadership	  on	  sustaining	  CI	  over	  time.	  	  	  	  As	   the	   Path	   Goal	   model	   suggests	   that	   leadership	   provides	   motivation	   it	   is	  interesting	   to	   view	   the	   management	   and	   leadership	   activities	   for	   successful	  implementation	  of	  CI	  programs.	  In	  the	  list	  of	  activities	  for	  successful	  CI	  based	  on	  suggestions	   by	   Ramström	   and	   Stridh	   (2008)	   and	   Kaye	   and	   Anderson	   (1999),	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motivation	  seems	  to	  be	  a	  key	   factor	   in	  many	  activities.	  For	  example,	  proposing	  that	  managers	  should	  motivate	  why	  CI	   is	   important,	   connecting	  CI	  work	   to	   the	  overall	  goals	  of	  the	  organization,	  displaying	  results	  of	  CI	  initiatives	  and	  motivate	  and	   encouraging	   all	   employees	   to	   participate.	   Furthermore,	   creating	   a	  supportive	  environment	  for	  CI	  and	  rewarding	  success	  and	  good	  results.	  In	  many	  ways	  similar,	  Kotter	  (2001)	  suggests	  that	  leadership	  provides	  a	  way	  to	  achieve	  a	  vision	   by	   motivating	   and	   inspiring	   employees	   to	   keep	   moving	   in	   the	   right	  direction.	  This	  study	  makes	  no	  difference	  between	  leadership	  and	  management.	  However,	   Kotter	   (2001)	   suggests	   that	   the	   two	   are	   in	   fact	   different,	   but	  complementary	   and	   both	   are	   needed	   for	   an	   organization	   to	   function.	  Management	  brings	  order	  by	  coping	  with	  complexity	  and	  brings	  consistency	  and	  structure	   to	   the	   organization.	   While,	   leadership	   focuses	   on	   empowering	  employees	  to	  take	  action	  towards	  the	  same	  goals	  by	  involving	  them	  in	  decision-­‐making.	   By	   coaching,	   giving	   feedback	   and	   rewarding	   success.	   Kotter	   (2001)	  describes	  both	  leadership	  and	  management	  activities	  that	  relate	  to	  the	  activities	  for	   successful	   CI	   described	   by	   Ramström	   and	   Stridh	   (2008)	   and	   Kaye	   and	  Anderson	  (1999).	  The	  activities	  that	  have	  motivation	  as	  a	  common	  factor	  could	  be	   related	   to	   Kotter’s	   view	   of	   leadership.	   Other	   activities	   could	   be	   related	   to	  Kotter’s	  view	  of	  management,	  providing	  routines	  and	  action	  plans,	  allocate	  time	  and	   resources	   and	   create	   roles	   for	   employees	   working	   with	   CI	   (Ramström	   &	  Stridh,	  2008),	   and	   sets	  up	  mechanisms	   for	   feedback	   (Kaye	  &	  Anderson,	  1999).	  Hence,	  management	  seems	  to	  be	  important	  to	  achieve	  CI,	  but	  leadership	  appears	  to	   be	   a	   key	   factor	   affecting	   the	   success	   of	   CI	   in	   organizations	   since	   it	   provides	  motivation	  and	  enables	  employees	  to	  reach	  their	  goals. 	  	  
7.2	  Analysis	  of	  Hypothesis	  2	  and	  Triangulation	  Results	  	  
Hypothesis	  2:	  Some	  leadership	  styles	  are	  more	  important	  than	  others	  in	  the	  CI	  setting.	  	  The	  results	  from	  the	  triangulation	  survey	  indicates	  a	  pattern	  of	  leadership	  styles	  in	  which:	  
• Companies	  successful	  in	  CI	  have	  many	  distinct	  leadership	  styles	  
• Companies	  less	  successful	  in	  CI	  have	  no	  distinct	  leadership	  styles	  	  
• No	   particular	   leadership	   style	   is	   found	   significantly	   more	   often	   than	  others	  
• The	  sensitivity	  analysis	  shows	  that	  also	  the	  companies	  less	  successful	  in	  CI	  have	  many	  distinct	  styles	  
 The	  results	  of	  the	  triangulation	  survey	  indicate	  that	  all	  four	  leadership	  styles	  to	  a	  large	  extent	  are	  distinguishable	  within	  companies	  successful	   in	  CI.	  However,	   in	  the	   less	   successful	   companies	   no	   distinct	   styles	   are	   found.	   Furthermore	   no	  leadership	   styles	   are	   distinguished	   more	   frequently	   than	   others	   in	   the	  triangulation	  survey.	  However,	   this	  does	  not	  provide	  any	  indications	  that	  some	  leadership	  styles	  are	  more	  important	  than	  others	  to	  succeed	  with	  CI.	  Therefore	  this	  hypothesis	  can	  neither	  be	  confirmed	  nor	  discarded.	  Consequently,	  the	  weak	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indications	   found	   in	   the	   case	   study	   proposing	   that	   some	   leadership	   styles	   are	  more	   important	   than	   others	   to	   succeed	   with	   CI	   cannot	   be	   strengthened	   or	  discarded.	  However,	  the	  Path	  Goal	  model	  proposes	  that	  no	  leadership	  styles	  are	  more	  important	  than	  others.	  	  One	   potential	   reason	   for	   why	   the	   hypothesis	   could	   not	   be	   confirmed	   or	  discarded	   could	   be	   that	   the	   questions	   asked	   about	   leadership	   styles	   in	   the	  triangulation	   study	   are	   not	   phrased	   correctly	   to	   be	   able	   to	   answer	   hypothesis	  two.	   Instead	   of	   investigating	   what	   styles	   are	   more	   or	   less	   important	   for	   CI	   it	  rather	   investigates	  what	  styles	  exists.	  However,	  other	   interesting	   indications	  of	  patterns	  of	  leadership	  can	  be	  found	  from	  these	  questions.	  	  	  	  	  The	   results	   indicate	   an	   absence	   of	   distinct	   leadership	   styles	   in	   companies	   that	  are	   less	   successful	   in	   CI,	   this	   raises	   the	   question:	   why?	   A	   weak	   indication	   of	  leadership	   styles	   might	   necessarily	   not	   mean	   that	   no	   styles	   exist	   within	   the	  organization.	  Rather,	   that	   the	   leadership	   styles	   are	  unclear	   and	  not	   recognized	  by	  all	   of	   the	   employees,	   giving	   the	   styles	   a	   low	  mean	   score	   in	   the	   survey.	  This	  indicates	   that	   employees	   in	   these	   companies	   have	   a	   varied	   view	   of	   what	  leadership	  styles	  exists	  in	  the	  organization.	  According	  to	  the	  Path	  Goal	  model,	  a	  leader	   should	   actively	   improve	   one’s	   leadership	   by	   matching	   the	   need	   for	  leadership	   in	   an	   organization	   (Northouse,	   2013).	   It	   could	   be	   suggested	   the	  leaders	  must	  be	  aware	  of	  what	  leadership	  style	  they	  currently	  use	  in	  order	  to	  be	  able	   to	   change	   it.	  Therefore,	   this	   could	  be	  a	  matter	  of	  unawareness	  among	   the	  leaders	  about	  their	  own	  leadership.	  If	  the	  leaders	  themselves	  have	  not	  reflected	  about	   their	   leadership	   style,	   and	   perhaps	   the	   highest	   decision	   makers	   in	   a	  company	   do	   not	   put	   emphasize	   on	   leadership	   development,	   there	   could	   be	   a	  chance	   that	   the	   leaders	   are	   unaware	   of	   their	   own	   leadership	   style.	   This	   could	  potentially	  make	   their	   leadership	  style	   less	  distinct	   to	  employees,	  providing	  an	  explanation	  to	  why	  their	  leadership	  styles	  are	  not	  distinguished	  in	  the	  survey.	  	  	  Another	  question	  that	  is	  raised	  based	  on	  the	  result	  of	  the	  triangulation	  survey	  is	  why	  companies	  successful	  in	  CI	  seem	  to	  have	  many	  leadership	  styles	  within	  their	  organizations?	  According	  to	  Bhuiyan	  and	  Bagel	  (2005),	  in	  CI	  programs	  everyone	  should	  be	  working	  together	  to	  make	  improvements.	  This	  means	  that	  employees	  with	  diverse	  roles	  and	  qualifications	  are	  involved	  in	  CI,	  hence,	  their	  subordinate	  characteristics	   and	   view	   of	   CI	   tasks	  will	  most	   likely	   be	   diverse.	   This	   creates	   a	  diverse	   need	   for	   leadership	   styles.	   Successful	   companies	  meet	   this	   need	   since	  they	  are	  good	  at	  matching	  leadership	  styles	  to	  the	  need	  for	  leadership.	  Hence,	  if	  the	   need	   for	   leadership	   requires	   many	   styles,	   companies	   successful	   in	   CI	   will	  provide	  many	  styles.	  This	  could	  potentially	  explain	  why	  companies	  successful	  in	  CI	  seem	  to	  use	  many	  different	  leadership	  styles.	  	  	  	  Another	   potential	   explanation	   of	   the	   many	   leadership	   styles	   that	   exists	   in	  companies	   successful	   in	   CI	   could	   be	   found	   in	   the	   nature	   of	   management	   and	  leader	  activities	  for	  successful	  CI	  proposed	  by	  Ramström	  and	  Stridh	  (2008)	  and	  Kaye	  and	  Anderson	   (1999).	  The	  activities	   are	  varied	   in	   their	  nature	  and	   range	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over	   a	   large	   spectrum	   of	   themes:	   from	   goal	   setting	   to	   promoting	   teamwork.	  Perhaps,	   the	   activities	   are	   likely	   to	   be	   supported	   and	   performed	   in	   different	  ways,	  depending	  on	  the	  leadership	  style	  used	  by	  different	  managers	  and	  leaders.	  For	   example,	   under	   the	   theme	   “Goals”	   in	   the	   list	   of	   activities,	   appendix	   2,	  individual	  objectives	  should	  be	  set	  by	  senior	  management	  and	  should	  be	  timely	  review	   (Ramström	   and	   Stridh,	   2008).	   Also,	   the	   leaders	   should	   create	  challenges	  for	  their	  employees	  (Kaye	  and	  Anderson,	  1999).	  These	  activities	  can	  be	   compared	   to	   the	   characteristics	   of	   the	   achievement-­‐oriented	   leader	   who	  challenges	   their	   subordinates	   and	   shows	   confidence	   that	   they	  will	   accomplish	  their	   goals	   (Northouse,	   2013).	   Furthermore,	   in	   the	   theme	   “Leadership”,	   the	  activities	   focus	  on	  that	   the	   leader	  should	  participate	   in	  CI	  work	  and	  build	  good	  relations	   to	   the	   subordinates.	   This	   can	  be	   compared	   to	   the	   characteristics	   of	   a	  supportive	   leader,	   which	   is	   friendly	   and	   cares	   for	   the	   well	   being	   of	   the	  subordinates	   (Northouse,	   2013).	   Additionally,	   the	   themes	   “Leadership”	   and	  “Employee	   empowerment”	   suggests	   that	   managers	   should	   actively	   ask	   for	  improvement	  ideas	  and	  ask	  questions	  about	  problems	  that	  arise	  and	  include	  this	  input	   in	   their	   decision	   making	   processes	   (Ramström	   and	   Stridh,	   2008).	   This	  could	  be	  connected	  to	  the	  participative	  style,	  which	  includes	  subordinates	  in	  the	  decision-­‐making	   processes	   by	   asking	   them	   for	   ideas	   and	   opinions	   (Northouse,	  2013).	   Lastly,	   the	   theme	   “Teamwork”	   suggests	   that	   leaders	   should	   delegate	   to	  and	   provide	   guidance	   for	   employees	   (Ramström	   and	   Stridh,	   2008).	   Such	  behavior	   could	   be	   related	   to	   the	   directive	   leadership	   style	   that	   instructs	  subordinates	  on	  how	  to	  complete	  their	  tasks	  and	  also	  lets	  them	  know	  what	  level	  of	   performance	   is	   expected.	   To	   conclude,	   this	   suggests	   that	   all	   four	   leadership	  styles	  seems	  to	  be	  needed	  in	  order	  to	  execute	  the	  list	  of	  activities	  in	  a	  way	  that	  makes	   the	   organization	   successful	   in	   maintaining	   and	   implementing	   CI	  programs.	  	  	  
7.3	  Summary	  of	  Analysis	  The	  analysis	  concludes	  that	  hypothesis	  one	  is	  supported	  by	  the	  results	  from	  the	  triangulation	   survey.	   Suggesting	   that	   CI	   becomes	   more	   successful	   when	  leadership	  is	  matched	  to	  the	  need	  for	  leadership	  in	  the	  CI	  setting.	  Furthermore,	  suggesting	  that	  leadership	  appears	  to	  be	  a	  key	  factor	  affecting	  the	  success	  of	  CI	  in	   organizations,	   since	   it	   provides	  motivation	   and	   enables	   employees	   to	   reach	  their	  goals.	  	  	  The	   analysis	   also	   conclude	   that	   hypothesis	   two	   cannot	   be	   discarded	   nor	  confirmed	   by	   the	   empirical	   results	   from	   the	   triangulation	   survey.	   Rather,	   in	  accordance	  with	  the	  Path	  Goal	  model,	  the	  analysis	  suggests	  that	  as	  a	  wide	  range	  of	   employees,	   with	   different	   subordinate	   characteristics	   and	   view	   on	   task	  characteristics,	   are	   involved	   in	  CI	   there	   is	   a	  diverse	  need	   for	   leadership	   styles.	  Additionally,	  since	  activities	  supporting	  the	   implementation	  and	  maintaining	  of	  CI	   programs	   are	   diverse,	   they	   are	   likely	   to	   be	   supported	   and	   performed	   in	  different	   ways,	   depending	   on	   the	   leadership	   style	   used	   by	   different	  managers	  and	  leaders.	  Which	  suggest	  that	  many	  leadership	  styles	  seems	  to	  be	  needed	  for	  successful	  CI.	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  Furthermore,	  according	  to	  the	  triangulation	  survey	  companies	  unsuccessful	  in	  CI	  seems	   to	   have	   no	   distinct	   leadership	   styles,	   while	   companies	   successful	   in	   CI	  seems	   to	   have	  many	   leadership	   styles.	   As	   the	   Path	  Goal	  model	   claims	   that	   the	  leader	   should	   actively	   choose	   different	   leadership	   styles	   in	   order	   to	   improve	  effectiveness,	  unawareness	  among	  the	  leaders	  about	  their	  own	  leadership	  style	  could	  provide	  a	  potential	  explanation	  why	   the	  employees	  perceived	   leadership	  styles	  as	  indistinct.	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8.	  Discussion	  and	  Conclusions	  
	  
The	   purpose	   of	   this	   study	   is	   to	   investigate	   the	   connection	   between	   CI	   and	  
leadership.	   This	   was	   done	   using	   two	   research	   questions.	   The	   answers	   to	   these	  
questions	  will	  be	  discussed	  in	  this	  chapter.	  Furthermore,	  as	  the	  aim	  of	  the	  study	  is	  
to	   contribute	   to	   both	   practitioners	   and	   academics,	   the	   strengthened	   empirical	  
evidence	   to	   the	   Path	   Goal	  model	  will	   be	   discussed.	   Furthermore,	   the	   conclusions	  
will	   summarize	   the	   discussion	   by	   answering	   the	   purpose	   and	   highlight	   the	  main	  
contributions	  of	  this	  study.	  	  
	  
8.1	  Discussion	  	  
RQ1:	  What	  factors	  of	  leadership	  are	  important	  to	  succeed	  with	  CI?	  	  
Answer	   1:	   The	   analysis	   indicates	   that	   leadership	   providing	   employees	   with	  
motivation	  is	  a	  key	  factor	  affecting	  the	  success	  of	  CI	  program	  implementation.	  	  	  Motivation	  enables	  employees	  to	  reach	  goals	  since	  they	  will	  have	  a	  higher	  trust	  in	  their	  ability	  to	  perform	  their	  work,	  be	  more	  positive	  that	  their	  work	  will	  result	  in	   a	   certain	   outcome	   and	   that	   the	   payoffs	   will	   be	   worthwhile.	   Consequently,	  leadership	   that	   provides	   motivation	   becomes	   a	   potential	   driving	   force	   for	  successful	   implementation	   of	   CI	   programs.	   According	   to	   the	   Path	   Goal	   model,	  motivation	   is	   created	  when	   there	   is	   a	  match	   between	   the	   leadership	   behavior	  used	  by	   the	   leader	  and	   the	  motivational	  needs	  of	   the	  employees.	  Furthermore,	  since	  motivation	  is	  a	  key	  element	  in	  the	  Path	  Goal	  model	  it	  is	  reasonable	  that	  the	  analysis	   indicates	   motivation	   as	   a	   key	   factor	   in	   successful	   CI.	   This	   is	   further	  supported	  by	   the	  activities	   for	  successful	  CI	   implementation	   that	   indicates	   that	  motivation	   is	   important	   in	   the	   CI	   setting,	   strengthening	   the	   assumption	   of	  motivation	  as	  a	  key	  factor.	  In	  spite	  of	  this,	  it	  might	  be	  interesting	  to	  apply	  other	  leadership	   theories	   to	   CI	   to	   further	   investigate	   if	   there	   are	   more	   factors	   of	  leadership	  important	  for	  successful	  CI.	  	  	  
RQ2:	  What	  patterns	  of	   leadership	  are	  found	  in	  companies	  that	  are	  successful	  and	  
less	  successful	  in	  CI	  work?	  	  
Answer	   2:	   The	   analysis	   indicates	   that	   companies	   successful	   in	   CI	   seem	   to	   have	  
many	  leadership	  styles	  present,	  compared	  to	  less	  successful	  companies	  that	  seem	  to	  
have	  no	  distinct	  leadership	  styles.	  Therefore,	  a	  diverse	  leadership	  behavior	  could	  be	  
seen	  as	  another	  potential	  key	  factor	  to	  successful	  CI.	  	  	  The	  Path	  Goal	  model	  suggests	  that	  only	  the	  leadership	  styles	  that	  will	  match	  the	  needs	   of	   subordinates	   and	   task	   characteristics	   are	   needed.	   However,	   as	   the	  activities	   needed	   to	   implement	   and	  maintain	   successful	   CI	   are	   very	   diverse,	   a	  diverse	   leadership	   behavior	   is	   needed	   to	   carry	   out	   the	   different	   activities	   in	   a	  favorable	  way.	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  In	  the	  case	  study,	   the	  companies	  successful	   in	  CI	  showed	  indications	  that	  there	  was	  no	  need	  for	  all	  four	  leadership	  styles	  in	  the	  company.	  However,	  the	  analysis	  of	   the	   triangulation	   survey	   shows	   that	   most	   styles	   seem	   to	   be	   present	   in	   the	  companies	   that	   are	   successful	   in	   CI.	   In	   the	   case	   study,	   only	   two	   leaders	   highly	  involved	  in	  CI	  and	  their	  styles	  were	   investigated	  at	  each	  company.	  However,	   in	  the	  triangulation	  study	  the	  employees	  were	  asked	  for	  their	  view	  of	  the	  collected	  leadership	  styles	  within	  their	  company.	  Perhaps,	   this	  explains	  why	  more	  styles	  are	  found	  in	  the	  triangulation	  survey.	  Therefore,	  suggesting	  that	  leaders	  should	  be	  able	  to	  meet	  the	  accumulated	  need	  for	  leadership	  within	  the	  organization	  by	  complementing	  each	  other	  through	  a	  variety	  of	  leadership	  behaviors.	  	  	  The	   variety	   of	   leadership	   behavior	   that	   affects	   the	   employees	   depends	   on	   the	  size	   of	   the	   company	   as	   not	   all	   leaders	   might	   interact	   with	   all	   employees	   and	  activities	   in	   larger	   companies.	   The	   triangulation	   study	   only	   handled	   small	   and	  medium	   sized	   companies	   ranging	   from	   a	   minimum	   of	   14	   employees	   to	   a	  maximum	  of	   49	   employees.	   Leaders	   in	   these	   companies	  will	  most	   likely	   affect	  the	   majority	   of	   employees.	   However,	   in	   a	   large	   company,	   a	   more	   diverse	  leadership	   behavior	   might	   be	   needed	   from	   each	   and	   every	   leader,	   as	   the	  employees	  might	  not	  be	  in	  contact	  with	  all	  leaders.	  As	  senior	  management	  most	  often	  sets	  the	  goals	  for	  the	  company,	  this	  is	  an	  opportunity	  to	  show	  commitment	  to	   CI	   and	   thus,	   create	   sustainable	   CI	   work.	   Furthermore,	   senior	   management	  plays	   an	   important	   role	   in	   the	   choice	   of	   priorities	   in	   the	   company,	   but	   also,	   in	  communicating	  what	  kind	  of	   leadership	   is	  preferable.	  Such	  communication	  will	  have	   an	   impact	   on	   other	   leaders	   within	   the	   company	   and	   their	   leadership	  behavior.	   As	   a	   diversified	   behavior	   from	   leaders	   seems	   to	   be	   needed	   for	  successful	  CI,	  the	  leaders	  should	  be	  able	  to	  complement	  each	  other	  with	  different	  behaviors,	  making	  sure	  that	  many	  leadership	  styles	  exists	  within	  the	  company.	  	  	  
Additionally,	  this	  study	  contributes	  to	  empirical	  evidence	  supporting	  the	  Path	  Goal	  
model.	  	  	  The	  empirical	  results	   in	  this	  study	  indicate	  that	  within	  companies	  successful	   in	  CI,	  managers	  and	   leaders	   to	  greater	  extent	  match	   their	   leadership	  styles	   to	   the	  motivational	  need	  of	  the	  employees.	  Hence,	   fulfilling	  the	  logics	  of	  the	  Path	  Goal	  model	  but	  also	  providing	  empirical	  support	  for	  the	  model	  itself.	  Also,	  suggesting	  that	  the	  Path	  Goal	  model	  seems	  to	  be	  applicable	  in	  the	  context	  of	  CI	  and	  that	   it	  can	   be	   used	   by	   both	   practitioners	   and	   researchers	   to	   investigate	   the	   need	   of	  leadership	  in	  CI	  work.	  Furthermore,	  analyzing	  the	  existing	  leadership	  styles	  in	  a	  company	   to	  be	  able	   to	   take	  actions	   to	  create	  a	  better	  match.	  Furthermore,	   this	  study	  provides	  indications	  that	  strengthens	  Kaye	  and	  Anderson’s	  CI	  model	  from	  1999	   by	   suggesting	   that	   leadership	   is	   a	   key	   factor	   driving	   successful	   CI	  implementation.	  	  	  Moreover,	  it	  could	  be	  argued	  that	  the	  findings	  from	  this	  study	  can	  be	  generalized	  to	   leadership	   in	  general,	  and	  not	   just	   to	   leadership	  as	  defined	  by	   the	  Path	  Goal	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model.	  According	  to	  the	  Path	  Goal	  model,	  efficient	  leadership	  creates	  motivation,	  which	  is	  also	  an	  important	  factor	  for	  successful	  implementation	  of	  CI	  programs.	  Even	   if	   the	   Path	   Goal	  model	   conceptualizes	   leadership	   in	   a	   certain	  way,	   there	  could	  be	  other	  models	   that	  use	  other	  conceptualizations	  of	   leadership	  with	   the	  purpose	   of	   creating	   motivation.	   Hence,	   there	   is	   a	   possibility	   that	   the	   findings	  from	  this	  study	  can	  apply	  to	  other	  leadership	  models;	  this	  means	  that	  the	  results	  of	  this	  study	  potentially	  could	  be	  applicable	  to	  leadership	  in	  CI	  in	  general.	  	  
8.2	  Conclusions	  A	  summary	  of	  the	  conclusions	  of	  this	  study	  will	  now	  be	  made	  in	  an	  attempt	  to	  fulfill	  the	  purpose	  of	  this	  study.	  	  	  
Purpose:	  To	  complement	  the	  theory	  of	  continuous	  improvements	  by	  investigating	  
the	  potential	  connection	  between	  CI	  and	  leadership	  using	  the	  Path	  Goal	  model.	  	  	  The	  conclusions	  of	  this	  study	  fulfill	  the	  purpose	  of	  the	  study	  as	  it	  indicates	  that	  leadership	  providing	  employees	  with	  motivation	  is	  a	  key	  factor	  affecting	  the	  success	  of	  CI	  program	  implementation.	  Furthermore,	  companies	  successful	  in	  CI	  seem	  to	  have	  many	  leadership	  styles	  present,	  compared	  to	  less	  successful	  companies	  that	  seem	  to	  have	  no	  distinct	  leadership	  styles.	  Therefore,	  indicating	  that	  a	  diverse	  leadership	  behavior	  is	  another	  potential	  key	  factor	  to	  successful	  CI.	  Additionally,	  this	  study	  contributes	  with	  empirical	  evidence	  supporting	  the	  Path	  Goal	  model.	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9.	  Future	  Research	  
	  
In	   this	  chapter,	   future	  research	  will	  be	  handled.	  This	  will	   focus	  mainly	  on	  how	  to	  
develop	  the	  study	  to	  become	  more	  generalizable	  and	  reliable.	  	  
	  
9.1	  How	  to	  Improve	  the	  Study	  This	   study	   provides	   contributions	   that	   are	   relevant	   to	   both	   practitioners	   and	  academics.	   Further	   research	   that	   would	   strengthen	   the	   reliability	   and	  generalizability	  of	  this	  study	  would	  be	  to	  perform	  the	  study	  on	  a	  larger	  amount	  of	  respondents	  within	  each	  company	  or	  on	  a	  larger	  selection	  of	  companies.	  For	  example,	   a	   case	   study	   including	   all	   leaders	   in	   a	   company	  would	   provide	  more	  precise	  result	  of	  needs	  and	  fulfilled	  needs	  of	  leadership	  styles.	  Moreover,	  a	  larger	  selection	  of	  companies	  would	  further	  strengthen	  the	  generalizability	  within	  the	  industry.	   Gathering	   more	   empirical	   evidence	   would	   further	   strengthen	   the	  empirical	   support	   for	   the	  Path	  Goal	  model,	   as	   this	   is	   one	   of	   the	   current	   critics	  against	  the	  model.	  	  Furthermore,	  it	  would	  be	  interesting	  to	  consider	  other	  aspects	  of	  leadership	  and	  their	   impact	   on	   the	   success	   of	   implementation	   and	   maintaining	   CI	   programs.	  This	   research	   was	   beyond	   the	   scope	   of	   this	   study	   as	   the	   Path	   Goal	   model	  provided	   delimitations	   to	   what	   aspects	   would	   be	   included	   in	   the	   analysis.	  Applying	  other	  leadership	  theories	  and	  models	  to	  the	  CI	  setting	  could	  potentially	  provide	  further	  insights	  on	  the	  connection	  between	  leadership	  and	  CI.	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10.	  Practical	  Application	  	  
This	  chapter	  will	  suggest	  a	  practical	  application	  of	  the	  method	  used	  in	  this	  study.	  
Hopefully	  providing	  practitioners	  with	  advice	  on	  how	  to	  improve	  their	  leadership	  
match	  and	  become	  more	  successful	  in	  CI.	  	  	  	  
	  
10.1	  Practical	  Application	  of	  the	  Path	  Goal	  Model	  in	  CI	  	  This	  study	  contributes	  with	  insights	  and	  practical	  tools	  to	  help	  practitioners	  of	  CI	  programs	  become	  more	  successful	  in	  their	  work	  with	  CI.	  As	  there	  are	  indications	  that	  the	  findings	  of	  this	  study	  can	  be	  generalized	  to	  leadership	  in	  CI	  in	  general,	  this	  suggests	  that	  companies	  in	  all	  sectors	  can	  benefit	  from	  the	  results	  of	  this	  study.	  By	  using	  the	  surveys	  and	  following	  the	  analyze	  model	  suggested	  in	  this	  report,	  it	  is	  possible	  for	  practitioners	  to	  analyze	  and	  improve	  their	  match	  between	  leadership	  styles,	  subordinate	  and	  task	  characteristics	  in	  the	  CI	  setting.	  Consequently,	  raising	  motivational	  levels	  among	  their	  employees	  and	  hopefully	  becoming	  more	  successful	  in	  their	  work	  with	  continuous	  improvements.	  Furthermore,	  this	  study	  provides	  a	  common	  language	  for	  practitioners	  to	  discuss	  leadership	  in	  terms	  of	  leadership	  styles	  and	  become	  aware	  of	  how	  leadership	  can	  have	  an	  effect	  on	  the	  outcome	  of	  CI.	  	  	  	  This	  study	  provides	  the	  potential	  to	  develop	  a	  tool	  that	  would	  make	  this	  model	  more	  accessible.	  Providing	  hands	  on	  guides	  on	  how	  to	  analyze	  and	  improve	  the	  leadership	  match	  within	  a	  company.	  As	  this	  is	  out	  of	  scope	  for	  this	  study,	  the	  authors	  will	  attempt	  to	  develop	  this	  tool	  in	  collaboration	  with	  C2	  Management.	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Appendices	  	  
1.	  Model	  for	  Enablers	  and	  Drivers	  of	  CI	  by	  Kaye	  &	  Anderson	  (1999)	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2.	  Themes	  and	  Activities	  for	  Successful	  CI	  	  
	  
	  
	  
	  
	  
	  
	  
Activities
Kaye%&%Anderson%(1999) Ramström%&%Stridh%(2008)
GoalsTimely'revision'of'vision,'mission,'plans'and'individual'objectives xSenior'management'established'vision'and'mission'for'the'organization xIdentify'appropriate'business'objectives xIdentify'success'factors'linking'to'the'vision,'mission'and'business'plans xPlan'review'meeting'for'revisiting'vision,'mission'and'business'objectives xCreate'common'goals xVisualize'goals xWork'toward'goals xLink'business'objectives'to'individual'staff'work'activities xCreate'awareness'for'managers'about'long'term'strategies'of'the'organization'and'measureable'objectives x
TeamworkIdentify)and)eliminate)"barriers")to)promote)teamwork)between)employees.)Barriers)can)be)hierarchical,)functional,)personality)clashes)etc. xConduct)reviews)of)team)effectiveness)and)provide)guidance xDelegating)team)leader xSustain)good)communication)within)the)team xPersonal)chemistry)between)team)members x
LeadershipLeader&motivates&why&CI&is&important xLeader&asks&questions&regarding&problems xLeader&spreads&commitment&for&CI xLeader&receieves&and&disseminates&knowledge xInterest&of&leader&correlates&with&selected&improvement&areas xTeam&leader&leads&by&example xTeam&leader&invests&time&in&creating&good&relations&to&the&employees xLeader&asks&for&ideas xLead&towards&company&goals xThe&leader&is&motivated&by&a&higher&purpose xLeaders&participate&in&CI&work x
	  	  
	  
	  
	  
	  
	  
	  
	  
Activities
Kaye%&%Anderson%(1999) Ramström%&%Stridh%(2008)
Training'and'educationEducating*leaders x xEducating*team*members xCreativity*training xEstablish*a*mechanism*to*identify*and*review*the*need*for*training*and*development*among*staff xEvaluate*and*feedback*on*outcomes*of*training*courses xPersonal*development*training*for*employees xRaise*awareness*and*provide*training*in*CI*and*quality*management*for*all*managers xAssess*the*skills*needed*by*managers*to*manage*the*employees x
The$learning$organizationHold%regular%briefings xWork%rotations x xProfessional%development%through%discussion xUse%benchmarking%techniques%to%compare%within/outside%the%organization xOrganisational%and%individual%learning%should%be%actively%promoted xEnable%both%management%and%employees%to%share%experience%and%progress x xCollaborating%with%other%departments xHighlighting%successful%examples%of%CI xCollaborate%with%external%partners x
Measurements*and*resultsMeasure'KPI:s'for'CI xRegularly'identify'and'review'performance'indicators xRegularly'and'timely'measurement'of'performance'against'performance'indicators xAvoid'too'much'focus'on'financial'indicators xEstablish'mechanisms'to'identify'success'at'organizational,'team'and'individual'level xNote'deviations x
Encouragement,and,rewardsReward'success xEncourage'good'results xCelebrate'success xNo'individual'financial'results x
	  	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
Activities
Kaye%&%Anderson%(1999) Ramström%&%Stridh%(2008)
Communication*and*feedback*systemsDisplay(results(connected(to(goals xVisualize(results(quickly xMake(management(and(employees(aware(of(results(of(measurements xHighlight(best(practices(as(well(as(non>conformity xHighlight(and(feedback(success(and(poor(results(to(employees xEstablish(mechanisms(for(recognizing(and(communication(success xEstablish(effective(communication(mechanisms(to(communicate(the(aims(of(the(organizations xEstablish(effective(communication(channels(that(runs(information(vertically(and(horizontally(at(all(levels x
Employee(empowermentManagers(should(encourage(all(employees(to(participate(in(identifying(improvements(and(making(change x xAsk(employees(for(their(ideas xNote(ideas(continuously xCreate(roles(for(employees(working(with(CI xAvoid(criticizing(employees xCreate(challenges(for(employees xMotivate(employees x
Management(commitmentTop$management$shows$up$at$the$workplace xManagers$acts$on$issues$raised$by$staff$and$give$feedback x xManagers$should$regularly$be$available$and$speak$to$employees xManagers$should$engage$in$activities$that$raises$awareness$and$understanding$for$CI$among$employees xMake$all$employees$aware$of$the$general$concept$of$quality x
Integrating)continuous)improvement)activitiesUse$self'assessment$techniques$to$identify$improvement$areas$across$the$organization xPrioritize$CI$activities$based$on$the$aims$and$objectives$of$the$organization x xFocus$on$implementation$of$improvements xIdentify$appropriate$performance$trends$and$take$appropriate$action xPut$up$improvement$boards xCreating$routines$for$CI$work xAllocate$time$and$resources$for$CI$activities xHost$improvement$meetings xCreate$an$action$plan$for$CI$work xIdentify$major$stakeholders xReview$strategies$after$feedback$from$stakeholders xEstablish$mechanisms$to$review$stakeholder$satisfaction xEstablish$mechanisms$to$identify$changing$needs$and$expectations$of$stakeholders x
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Activities
Kaye%&%Anderson%(1999) Ramström%&%Stridh%(2008)
Culture'for'continuous'improvementsCreate&a&supportive&environment&for&CI xDevelop&active&work&with&CI xCreate&multi8disciplinary&improvement&groups x xImplement&and&publish&a&quality&policy&which&includes&commitment&to&CI x
Process'managementRegularly)review)processes xIdentify)and)document)business)processes xIdentify)and)standardize)best)practice xIdentify)the)needs)and)expectations)of)everyone)involved)in)the)processes xAvoided)unnecessary)bureaucracy xAvoided)excessive)paperwork xAvoided)overcomplicates)procedures x
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3.	  The	  Original	  PGLQ	  Survey	  
	  
Path	  Goal	  Leadership	  Questionnaire	  Instructions:	  This	  questionnaire	  contains	  questions	  about	  different	  styles	  of	  Path	  Goal	  leadership.	  Indicate	  how	  often	  each	  statement	  is	  true	  for	  your	  own	  behavior.	  Key:	  1=	  Never,	  2=	  Hardly	  ever,	  3	  =	  Seldom,	  4	  =	  Occasionally,	  5	  =	  Often,	  6	  =	  Usually,	  7=	  Always	  	  1.	  I	  let	  subordinates	  know	  what	  is	  expected	  of	  them.	  	   	   1	  2	  3	  4	  5	  6	  7	  	  	  2.	  I	  maintain	  a	  friendly	  working	  relationship	  with	  subordinates.	  	   1	  2	  3	  4	  5	  6	  7	  	  3.	  I	  consult	  with	  subordinates	  when	  facing	  a	  problem.	  	   	   1	  2	  3	  4	  5	  6	  7	  	  	  4.	  I	  listen	  receptively	  to	  subordinates’	  ideas	  and	  suggestions.	  	  	   1	  2	  3	  4	  5	  6	  7	  	  	  5.	  I	  inform	  subordinates	  about	  what	  needs	  to	  be	  done	  and	  how	   1	  2	  3	  4	  5	  6	  7	  	  it	  needs	  to	  be	  done.	  	  	   	   	   	   	   	   	  6.	  I	  let	  subordinates	  know	  that	  I	  expect	  them	  to	  perform	  at	  	   	   1	  2	  3	  4	  5	  6	  7	  their	  highest	  level.	  	  	   	   	   	   	   	  7.	  I	  act	  without	  consulting	  my	  subordinates.	  	   	   	   1	  2	  3	  4	  5	  6	  7	  	  	  8.	  I	  do	  little	  things	  to	  make	  it	  pleasant	  to	  be	  a	  member	  of	  the	  group.	  	   1	  2	  3	  4	  5	  6	  7	  	  	  9.	  I	  ask	  subordinates	  to	  follow	  standard	  rules	  and	  regulations.	  	   1	  2	  3	  4	  5	  6	  7	  	  	  10.	  I	  set	  goals	  for	  subordinates’	  performance	  that	  are	  quite	  challenging.	  	   1	  2	  3	  4	  5	  6	  7	  	  	  11.	  I	  say	  things	  that	  hurt	  subordinates’	  personal	  feelings.	  	   	   1	  2	  3	  4	  5	  6	  7	  	  12.	  I	  ask	  for	  suggestions	  from	  subordinates	  concerning	  how	  to	  carry	   1	  2	  3	  4	  5	  6	  7	  out	  assignments.	  	  	   	   	   	   	   	   	  13.	  I	  encourage	  continual	  improvement	  in	  subordinates’	  performance.	  	   1	  2	  3	  4	  5	  6	  7	  	  14.	  I	  explain	  the	  level	  of	  performance	  that	  is	  expected	  of	  subordinates.	  	   1	  2	  3	  4	  5	  6	  7	  	  	  
Leadership	  Driving	  Successful	  Implementation	  of	  Continuous	  Improvement	  Programs	  
	   99	  
15.	  I	  help	  subordinates	  overcome	  problems	  that	  stop	  them	  from	  	   1	  2	  3	  4	  5	  6	  7	  carrying	  out	  their	  tasks.	  	  	   	   	   	   	   	   	  	  16.	  I	  show	  that	  I	  have	  doubts	  about	  subordinates’	  ability	  to	  meet	  	   1	  2	  3	  4	  5	  6	  7	  most	  objectives.	  	  	   	   	   	   	    17.	  I	  ask	  subordinates	  for	  suggestions	  on	  what	  assignments	  that	  	   1	  2	  3	  4	  5	  6	  7	  should	  be	  made.	  	  
     	  	  18.	  I	  give	  vague	  explanations	  of	  what	  is	  expected	  of	  subordinates	   1	  2	  3	  4	  5	  6	  7	  	  on	  the	  job.	  	   	  	  	  19.	  I	  consistently	  set	  challenging	  goals	  for	  subordinates	  to	  attain.	   1	  2	  3	  4	  5	  6	  7	  	  	  20.	  I	  behave	  in	  a	  manner	  that	  is	  thoughtful	  of	  subordinates’	  	   	   1	  2	  3	  4	  5	  6	  7	  personal	  needs.	  	   	  	  
	  
Scoring	  1.	  Reverse	  the	  scores	  for	  Items	  7,	  11,	  16,	  and	  18.	  2.	  Directive	  style:	  Sum	  of	  scores	  on	  Items	  1,	  5,	  9,	  14,	  and	  18.	  3.	  Supportive	  style:	  Sum	  of	  scores	  on	  Items	  2,	  8,	  11,	  15,	  and	  20.	  4.	  Participative	  style:	  Sum	  of	  scores	  on	  Items	  3,	  4,	  7,	  12,	  and	  17.	  5.	  Achievement-­‐oriented	  style:	  Sum	  of	  scores	  on	  Items	  6,	  10,	  13,	  16,	  and	  19.	  
Scoring	  Interpretation Directive	  style:	  A	  common	  score	  is	  23,	  scores	  above	  28	  are	  considered	  high,	  and	  scores	  below	  18	  are	  considered	  low.	  	  Supportive	  style:	  A	  common	  score	  is	  28,	  scores	  above	  33	  are	  considered	  high,	  and	  scores	  below	  23	  are	  considered	  low.	  	  Participative	  style:	  A	  common	  score	  is	  21,	  scores	  above	  26	  are	  considered	  high,	  and	  scores	  below	  16	  are	  considered	  low.	  	  Achievement-­‐oriented	  style:	  A	  common	  score	  is	  19,	  scores	  above	  24	  are	  considered	  high,	  and	  scores	  below	  14	  are	  considered	  low.	  The	  scores	  you	  received	  on	  the	  path–goal	  questionnaire	  provide	  informa-­‐tion	   about	  which	   style	   of	   leadership	   you	  use	  most	   often	   and	  which	   you	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use	  less	  often.	  In	  addition,	  you	  can	  use	  these	  scores	  to	  assess	  your	  use	  of	  each	  style	  relative	  to	  your	  use	  of	  the	  other	  styles. 
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4.	  Presentation	  of	  Case	  Companies	  and	  Respondents	  
	  
	  	  
	   	  
Company(A1( Company(A2 Company(B1 Company(B2
Employees 25 18 30 21
Turnover 41(million(SEK 87(million(SEK 33(million(SEK 27(million(SEK
Main(operations Electrical(wiring(with(focus(on(service.(All(sorts(of(clients,(from(private(customers(to(housing(cooperatives.(
Electrical(wiring,(electrician(work(in(renovations,(computer(networks,(security(surveillance,(energy(saving(sollutions.
Active(in(electric(and(data(installations.( Electrical(wiring.(Clients(ranging(from(private(customers(to(housing(cooperatives.
Case(companies
Company(A1 Company(A2 Company(B1 Company(B2
Senior(Manager Responsible*for*all*operations*at*the*company. Manages*projects*from*the*office.* Staff*manager*and*supporting*teams*in*business*matters.*Responsible*for*clients,*work*environment*and*ethics.Has*a*co?ordinating*role*at*the*office.*
Staff*manager*and*responsible*for*economics*together*with*the*middle*manager.*Project*manager*in*larger*projects.*
Middle(Manager Project*manager,*responsible*for*larger*clients*as*well*as*being*the*leader*for*electricians*on*site.
Manager*for*teams*of*electricians.*Has**a*co?ordinating*role*at*the*office.*
Manager*for*teams*of*electricians. Works*with*continuous*improvements*and*economics*at*the*company.
Electrician Handles*service*and*contacts*with*private*customer.*Has*8*years*experience*from*working*in*the*field.
Works*in*the*field*with*practical*matters. Works*in*the*field*with*practical*matters. Works*in*the*field*with*practical*matters*and*is*mostly*responsible*for*larger*projects.*
Interview(participants
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5.	  Interview	  Questionnaire	  for	  Semi-­‐structured	  Interviews	  	  
Continuous	  improvement	  culture:	  	  
• Hur	  är	  inställningen	  till	  arbete	  med	  ständiga	  förbättringar	  på	  ert	  företag?	  
• Har	  ni	  tydliga	  roller	  när	  ni	  arbetar	  med	  ständiga	  förbättringar?	  Vilka	  i	  organisationen	  deltar?	  
• (Har	  ni	  en	  kvalitetspolicy	  som	  inkluderar	  ständiga	  förbättringar?)	  
• Har	  ni	  ett	  tydligt	  tillvägagångssätt	  för	  hur	  ni	  arbetar	  med	  ständiga	  förbättringar?	  
• Hur	  har	  det	  tagits	  fram?	  Utvärderas	  det?	  
• Är	  det	  lätt	  att	  använda?	  
	  
Integrating	  CI	  activities	  
• Hur	  hittar	  och	  prioriterar	  ni	  förslag	  till	  förbättringar?	  	  
• Sätter	  ni	  av	  tid	  och	  resurser	  till	  att	  arbeta	  med	  detta?	  
• Ge	  exempel	  på	  de	  aktiviteter	  som	  ni	  genomför	  kopplade	  till	  ständiga	  förbättringar?	  
• Utvärderar	  ni	  era	  intressenter	  (stakeholders)	  och	  i	  så	  fall	  hur	  tar	  ni	  hänsyn	  till	  informationen?	  	  
Employee	  empowerment	  
• Hur	  motiverar	  och	  utmanar	  du	  dina	  anställda	  till	  att	  arbeta	  med	  ständiga	  förbättringar?	  	  
• Vad	  motiverar	  dig?	  	  
Leadership	  
• Vad	  har	  du	  för	  relation	  till	  din	  ledare/din	  anställd?	  
• Har	  ni	  utvalda	  områden	  ni	  brukar	  arbeta	  med	  inom	  ständiga	  förbättringar?	  
• OM	  JA,	  håller	  du	  med	  om	  att	  de	  utvalda	  områdena	  också	  är	  de	  som	  är	  mest	  intressanta	  att	  arbeta	  med?	  
• Frågar	  du/din	  ledare	  efter	  idéer	  kring	  förbättringsarbete?	  	  
Management	  commitment	  	  
• Brukar	  du/din	  ledare	  vistas	  ute	  i	  verksamheten?	  
• Hur	  mottager	  du	  idéer?	  Brukar	  du	  ge/få	  feedback	  på	  de	  idéer	  du	  får/ger?	  
• Brukar	  din	  ledare/du	  som	  ledare	  informera/prata	  om	  förbättringsarbete?	  	  
Encouragement	  and	  rewards	  
• Belönas	  anställda	  för	  bra	  arbete	  med	  ständiga	  förbättringar	  eller	  idéer	  till	  ständiga	  förbättringar?	  I	  sådant	  fall	  hur?	  Ge	  exempel	  
	  
Goals	  
• Hur	  skapar	  ni,	  följer	  upp	  och	  kommunicerar	  mål?	  
• Vem/vilka	  är	  ansvariga	  för	  detta?	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• Hur	  lyckas	  ni	  nå	  era	  mål?	  
• Beskriv	  hur	  dina	  mål	  är	  kopplade	  till	  företagets	  strategi?	  	  
Measurements	  and	  results	  
• Mäter	  ni	  ert	  arbete	  med	  ständiga	  förbättringar?	  I	  sådant	  fall	  hur?	  
• Vad	  mäter	  ni	  och	  hur	  följer	  ni	  upp?	  	  
Communication	  and	  feedback	  systems	  
• Hur	  kommunicerar	  ni	  era	  resultat?	  
• Beskriv	  flödet	  av	  information	  om	  måluppfyllelse	  i	  er	  organisation.	  	  
Teamwork	  
• Arbetar	  ni	  mycket	  i	  team?	  
• Brukar	  ni	  utvärdera	  ert	  arbete	  i	  team?	  
• Får	  teamet	  coachning	  av	  någon?	  
• (Hur	  ser	  du	  på	  din	  teamledare?)	  	  
Learning	  organization	  
• Hur	  delar	  ni	  kunskap	  och	  erfarenhet	  med	  varandra?	  (möte,	  pratar,	  fikaraster,	  dokument	  etc.)	  	  
Training	  and	  education	  
• Skickar	  ni	  era	  ledare	  och	  anställda	  på	  kurser	  för	  att	  utveckla	  deras	  kompetens?	  	  
• Vilka	  kompetenser?	  (förbättringsarbete,	  deras	  expertområde,	  kvalité	  etc.)	  
• Hur	  utvärderar	  ni	  behovet	  av	  sådana	  kurser?	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6.	  Summaries	  of	  the	  Qualitative	  Interviews	  	  
A	  summary	  of	  the	  interviews	  with	  Senior	  Manager	  A1,	  Middle	  Manager	  A1,	  
Electrician	  A1	  at	  Company	  A1	  
	  
Goals	  According	  to	  Senior	  Manager	  A1	  (2015),	  goals	  are	  set	  with	  a	  balanced	  scorecard	  and	  results	  are	  measured	  monthly.	  Senior	  Manager	  A1	  is	  responsible	  for	  setting	  and	  following	  up	  on	  goals.	  When	  failing	  to	  reach	  the	  goals	  he	  communicates	  this	  to	  the	  employees.	  In	  the	  end	  of	  each	  year	  Senior	  Manager	  A1	  reviews	  the	  goals	  and	  sets	  new,	  sharper	  goals	  for	  the	  coming	  year.	  However,	  sometimes	  keeping	  a	  good	  result	  can	  be	  the	  goal.	  Goals	  are	  occasionally	  discussed	  at	  board	  meetings	  were	   Senior	   Manager	   A1	   asks	   for	   input	   from	   colleagues.	   Senior	   Manager	   A1	  describes	   how	   goals	   are	   connected	   to	   the	   long-­‐term	   strategy	   of	   the	   firm,	  especially	   goals	   concerning	   contempt	   employees,	   the	   bottom	   line	   and	  environmental	   impact.	   Improvement	   suggestions	   and	   activities	   are	   then	  connected	   to	   the	   scorecard.	   Middle	   Manager	   A1	   (2015)	   states	   that	   goals	   are	  communicated	   to	   all	   employees	   and	   believes	   that	   a	   reason	   for	   their	   success	   is	  that	   all	   employees	   are	   involved	   working	   towards	   the	   goal,	   especially	   when	   it	  comes	   to	   energy	   saving	   targets.	   Furthermore,	   Middle	   Manager	   A1s	   individual	  goals	  are	  connected	  to	  the	  overall	  goals	  of	  the	  organization	  concerning	  customer	  satisfaction	   and	   increased	   profitability	   (Middle	  Manager	   A1,	   2015).	   Electrician	  A1	  agrees,	   in	  his	  work	  building	  relationships	  with	  customers	  and	   findings	  new	  jobs	   contributes	   to	   fulfilling	   the	   overall	   goals.	   During	   staff	   appraisals,	   Senior	  Manager	   A1	   informs	   about	   the	  work	   description	   for	   each	   co-­‐worker	   and	   talks	  about	  goal	  fulfillment	  according	  (Electrician	  A1,	  2015).	  
	  
Teamwork	  At	   Company	   A1	   teamwork	   is	   present	   both	   in	   the	   daily	   work	   at	   construction	  sights	   and	   at	   the	   office	   as	   well	   as	   on	   management	   level.	   Senior	   Manager	   A1	  highlights	  the	  benefits	  of	  teamwork	  for	  generating	  ideas	  and	  discussing	  CI.	  Focus	  it	  put	  on	  the	  tasks	  for	  example	  implementing	  an	  improvement	  and	  less	  attention	  is	  paid	  to	  evaluating	  of	  team	  performance	  (Senior	  Manager	  A1,	  2015).	  However,	  according	   to	   team	   leader	   Middle	   Manager	   A1	   (2015)	   evaluates	   and	   measure	  projects	   and	   communicates	   the	   performance	   level	   to	   the	   employees	   regularly	  throughout	   projects.	   On	   the	   contrary,	   Electrician	   A1	   (2015)	   states	   that	  teamwork	   is	   seldom	   evaluated.	   There	   is	   no	   external	   coach	   coaching	   the	  employees	   and	   teams.	   Senior	   Manager	   A1	   (2015)	   says	   that	   they	   are	   coaching	  each	  other,	  helping	  each	  other	  out.	  Middle	  Manager	  A1	  (2015)	  states	  that	  he	   is	  coaching	  his	   team	  and	  acting	  supportive,	   listen	  to	   them	  and	  sets	  up	  clear	  goals	  for	   the	   projects.	   Electrician	   A1	   (2015)	   says	   Senior	   Manager	   A1	   is	   the	   one	  coaching	  him	  in	  his	  work.	  	  	  	  	  	  
	  
Leadership	  All	  employees	  at	  Company	  A1	  participate	  in	  CI	  activities,	  including	  managers.	  At	  CI	   meetings	   twice	   a	   year	   leaders	   motivates	   why	   CI	   are	   important	   part	   of	   the	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business	  and	  focuses	  on	  CI	  areas	  connected	  to	  the	  overall	  goal	  and	  strategies	  of	  the	  firm	  by	  the	  balanced	  scorecard.	  Senior	  Manager	  A1	  and	  Middle	  Manager	  A1	  often	   ask	   employees	   about	   problems	   and	   improvement	   suggestions.	   Senior	  Manager	   A1	   describes	   that	   his	   own	   motivation	   coming	   from	   the	   business,	  meeting	  customers	  and	  seeing	  his	  employees	  happy	  about	  their	  job	  and	  growing	  in	   their	   roles	   as	   employees.	   Seeing	   improvements	   leading	   to	   a	   better	   work	  environment	   motivates	   Middle	   Manager	   A1.	   Senior	   Manager	   A1	   describes	   his	  relationship	  to	  employees	  as	  friendly	  and	  with	  a	  lot	  of	  team	  spirit,	  which	  is	  also	  confirmed	  by	  Electrician	  A1.	  Middle	  Manager	  A1	  agrees	  and	  says	  that	  everyone	  talks	   to	   each	   other	   within	   the	   organization	   and	   of	   course	   there	   is	   a	   friendly	  relationship	  but	  in	  the	  end,	  everyone	  is	  also	  there	  to	  do	  their	  job.	  	  	  
Training	  and	  education	  Senior	  Manager	  A1	  states	  that	  all	  employees	  are	  regularly	  sent	  on	  training	  and	  educational	   activities	   ranging	   from	   project	   management	   to	   competency	   based	  training	  and	  continuous	  improvements.	  The	  need	  for	  training	  is	  evaluated	  using	  a	   competency	  map	   and	   listening	   to	   requests	   and	  wishes	   of	   the	   employees	   and	  the	   aim	   is	   to	   gain	   new	   skills	   and	   knowledge,	   to	   improve	   and	   refresh	   existing	  competencies	  (Senior	  Manager	  A1,	  Middle	  Manager	  A1,	  Electrician	  A1,	  2015).	  	  	  
	  
The	  learning	  organization	  Within	   Company	   A1	   knowledge	   and	   tips	   are	   shared	   continuously	   among	  employees.	  Senior	  Manager	  A1	  states	   that	   they	  provide	  meeting	  with	  suppliers	  to	   inform	   about	   new	   products	   and	   conduct	   internal	   trainings	   to	   demonstrate	  them.	  Experiences	  and	  knowledge	  from	  projects	  and	  training	  activities	  are	  also	  continuously	   shared	   at	   internal	   training	   activates	   within	   the	   firm	   (Electrician	  A1d,	   2015).	   Electrician	   A1	   (2015)	   says	   that	   a	   cheat	   sheets	   with	   important	  information	   are	   stored	   in	   a	   binder	   for	   all	   employees	   to	   bring	   with	   them.	  Information	  regarding	  for	  example	  CI	  is	  shared	  at	  employee	  meetings	  internally	  (Senior	  Manager	  A1,	  2015).	  	  	  
Measurement	  and	  results	  The	  total	  amount	  of	  CIs	  is	  measured	  every	  month	  and	  results	  are	  communicated	  to	  staff	  in	  a	  monthly	  letter	  and	  at	  meetings	  (Senior	  Manager	  A1,	  2015).	  	  
 Encouragement	  and	  rewards	  When	  contributing	  to	  CI,	  the	  employee	  whom	  has	  turned	  in	  the	  suggestion	  may	  receive	   part	   of	   the	   savings	   as	   a	   financial	   reward	   (Senior	   Manager	   A1,	   2015).	  Middle	  Manager	  A1	  and	  Electrician	  A1	  (2015)	  agrees	  and	  adds	  that	  celebrating	  their	   success	   is	   important	  and	   they	  often	  host	  employee	  events	  and	  dinners	   to	  celebrate.	  
	  
Communication	  and	  feedback	  system	  At	  Company	  A1	  employee	  meetings	  are	  held	  every	  Monday	  to	  share	  information	  about	  what	  is	  happening	  during	  the	  week	  in	  order	  for	  everyone	  to	  know	  what	  is	  going	  on	  and	  were	  help	  might	  be	  needed	  during	  the	  week.	  Additionally,	   two	  CI	  meetings	  and	  two	  general	  employee	  meeting	  are	  held	  annually.	  Senior	  Manager	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A1	   also	   hosts	   individual	   meeting	   with	   the	   employees	   annually.	   Information	  about	   the	   overall	   performance	   of	   the	   firm	   and	   CI	   work	   are	   communicated	   at	  these	  meetings.	   Senior	  Manager	  A1	   underlines	   that	   the	   employees	   are	   a	   team,	  working	   towards	   a	   common	   goal	   that	   is	   continuously	   communicated	   from	   top	  management.	   Other	   than	   meetings	   results	   of	   CI	   work	   is	   communicated	   in	   a	  monthly	  e-­‐letter	  Senior	  Manager	  A1	  (2015).	  	  	  
 Employee	  empowerment	  During	   CI	   days	   twice	   a	   year	   employees	   work	   in	   groups	   to	   come	   up	   with	  suggestions	   for	   improvements	   (Electrician	   A1,	   2015),	   in	   addition	   Senior	  Manager	   A1	   and	   Middle	   Manager	   A1	   often	   asks	   employees	   about	   their	  improvement	  ideas	  and	  for	  their	  point	  of	  view	  on	  his	  own	  ideas	  (Electrician	  A1,	  Middle	   Manager	   A1,	   2015).	   Ideas	   are	   met	   by	   positive	   feedback	   from	  management	   and	   if	   management	   questions	   the	   ideas,	   employees	   are	   always	  given	  a	  motivation	  for	  not	  preceding	  with	  implementation	  (Senior	  Manager	  A1,	  Middle	   Manager	   A1,	   Electrician	   A1,	   2015).	   Senior	   Manager	   A1	   encourage	  employees	   to	   work	   with	   CI	   by	   letting	   everyone	   participate	   and	   express	   their	  concerns	  and	  ideas,	  this	  is	  confirmed	  by	  Electrician	  A1	  whom	  states	  that	  almost	  everyone	  participates	  in	  CI	  activities.	  Middle	  Manager	  A1	  agrees	  and	  states	  that	  he	   always	   gives	   positive	   feedback	   on	   successful	   results	   and	   constructive	  feedback	   when	   needed.	  Within	   the	   firm	   everyone	   has	   a	   clear	   role	   in	   CI	   work	  since	  everyone	  is	  commit	  to	  CI	  work	  trough	  their	  job	  description,	  stating	  that	  all	  employees	  should	  hand	  in	  about	  2	  improvement	  suggestions	  per	  month	  (Senior	  Manager	  A1,	  2015).	  	  	  	  
Management	  commitment	  Senior	   Manager	   A1	   and	   Middle	   Manager	   A1	   spend	   most	   of	   their	   time	   at	   the	  office,	  however	  they	  are	  involved	  in	  projects	  at	  construction	  sight	  and	  often	  visit	  their	   employees.	   Electricians	   are	   also	   working	   at	   the	   office	   from	   time	   to	   time	  were	   they	   can	   speak	   to	   managers	   at	   any	   time	   (Electrician	   A1,	   2015).	   As	  managers	   they	   are	   committed	   to	   act	   on	   issues	   and	   improvement	   suggestions	  raised	  by	  staff	  and	  they	  continuously	  give	  feedback.	  To	  raise	  awareness	  of	  CI	  and	  quality	  they	  host	  meetings	  and	  workshops	  (Senior	  Manager	  A1,	  Middle	  Manager	  A1,	  2015).	  
	  
Integrating	  CI	  activities	  CI	  suggestions	  are	  connected	  to	  the	  over	  all	  strategy	  of	  the	  firm	  by	  the	  balanced	  scorecard	  and	  during	  CI	  meetings	  tools	  such	  as	  SWOT	  analysis	  are	  used	  to	  come	  up	   with	   suggestions,	   these	   methods	   are	   explained	   for	   employees	   and	   their	  applicability	   is	   reviewed	   (Middle	  Manager	   A1,	   2015).	   Time	   and	   resourced	   are	  allocated	   for	   improvement	  meetings	   and	   implementing	   improvement	   ideas,	   in	  addition	  employees	  register	  ideas	  in	  System	  C2TM	  continuously	  along	  their	  daily	  work	   routines.	   Customer	   satisfaction	   is	   reviewed	   every	   quarter	   by	   customer	  surveys	   and	   feedback	   is	   used	   to	   create	   improvement	   suggestions	   (Senior	  Manager	  A1,	  2015).	  	  	  
Leadership	  Driving	  Successful	  Implementation	  of	  Continuous	  Improvement	  Programs	  
	   107	  
Culture	  for	  CI	  By	  encouraging	  everyone	   to	  participate	   in	  CI	  work	  and	  CI	  meetings,	  making	  CI	  part	   of	   the	   job	   description	   and	   giving	   feedback	   on	   improvement	   suggestions	  Company	   A1	   creates	   a	   supportive	   environment	   for	   CI.	   On	   CI	   meetings	  improvement	  suggestions	  are	  discussed	  in	  groups	  involving	  all	  employees	  in	  the	  firm	  (Senior	  Manager	  A1,	  Middle	  Manager	  A1,	  Electrician	  A1,	  2015).	  	  
	  
Process	  management	  N/A	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A	  summary	  of	  the	  interviews	  with	  Senior	  Manager	  A2,	  Middle	  Manager	  A2	  
and	  Electrician	  A2	  at	  Company	  A2	  	  
Goals	  Senior	   management	   sets	   goals,	   vision,	   plans	   and	   individual	   objectives	   for	   the	  company	  (Senior	  Manager	  A2	  and	  Middle	  Manager	  A2,	  2015).	  These	  are	  timely	  revised	   by	   Senior	   Manager	   A2	   and	   communicated	   to	   the	   employees	   through	  personal	   development	   conversations	   about	   once	   a	   year.	   During	   these	  conversations	  last	  years	  goals	  and	  plans	  are	  followed	  up	  and	  the	  new	  presented	  and	   explained	   thoroughly	   (Senior	   Manager	   A2,	   2015).	   	   	   Senior	   Manager	   A2	  started	  planning	  more	  long-­‐term	  after	  attending	  a	  leadership	  class.	  A	  vision	  and	  long-­‐term	  plan	  was	  then	  put	  together	  and	  now,	  6	  years	  later,	  Senior	  Manager	  A2	  (2015)	   wants	   to	   renew	   the	   plan.	   	   All	   of	   the	   interviewees	   work	   toward	   goals;	  however	  only	  Electrician	  A2	  (2015)	  can	  see	  a	  clear	  connection	  between	  the	  long-­‐term	   goals	   and	   his	   individual	   activities.	   Both	   Senior	   Manager	   A2	   and	   Middle	  Manager	  A2	  have	  identified	  success	  factors	  for	  Company	  A2.	  Senior	  Manager	  A2	  himself	  believes	  that	  the	  largest	  success	  factor	  is	  motivation.	  Senior	  Manager	  A2	  (2015)	   says	   that	   the	   purpose	   of	   the	   personal	   conversation	   is	   to	   increase	  motivation	  for	  the	  employees	  as	  well	  as	  discuss	  the	  goals	  of	  the	  company.	  Middle	  Manager	  A2	  (2015)	  believes	  that	  clear	  goals	  and	  aligning	  all	  employees	  towards	  the	  goals	  is	  the	  largest	  success	  factor.	  	  
Teamwork	  The	   electricians	  work	   individually	   and	   the	   only	   teams	   at	   the	   company	   are	   the	  management	   group	  and	   the	  work	   situation	  group.	  These	   groups	   are	  not	   active	  with	  feedback	  but	  conduct	  some	  reviews	  of	  the	  groups’	  results	  (Senior	  Manager	  A2,	  2015).	  	  
Leadership	  	  	  Senior	   Manager	   A2	   (2015)	   motivates	   why	   continuous	   improvements	   are	  important	   and	   puts	   in	   time	   to	   ask	   questions	   about	   issues	   and	   ideas	   on	  improvements.	  He	  describes	  how	  they	  used	  contests	  and	  easy	  tasks	  as	  a	  way	  of	  all	   employees	   learning	   and	   using	   System	   C2TM..	   However,	   there	   are	   no	   such	  efforts	   at	   the	   moment.	   He	   also	   spreads	   information	   actively	   through	   weekly	  newsletters	   and	   yearly	   personal	   development	   meetings.	   According	   to	   both	  Electrician	   A2	   and	   Middle	   Manager	   A2	   (2015),	   Senior	   Manager	   A2	   prioritizes	  time	   for	   creating	   good	   relationships	   with	   his	   employees.	   He	   also	   participates	  himself	  in	  the	  continuous	  improvements	  work	  even	  though	  he	  is	  not	  out	  at	  site	  as	  much	  as	  the	  employees.	   	  None	  of	  the	   leaders	   interviewed	  at	  Senior	  Manager	  A2	  are	  motivated	  by	  a	  higher	  purpose	  but	  rather	  by	  the	  upkeep	  of	  Company	  A2’s	  reputation	   and	   satisfied	   clients	   (Senior	   Manager	   A2	   and	   Middle	   Manager	   A2,	  2015).	  	  	  
Training	  and	  education	  All	   leaders	   were	   educated	   in	   the	   ISO-­‐program	   and	   team	   members	   are	  continuously	   educated	   in	   different	   competence	   courses	   (Senior	   Manager	   A2,	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Middle	  Manager	  A2	   and	  Electrician	  A2,	   2015).	   Senior	  Manager	  A2	   administers	  needs	   and	   reviews	   of	   new	   and	   old	   courses	   during	   the	   personal	   development	  meetings	   (Senior	   Manager	   A2,	   2015).	   He	   emphasizes	   the	   importance	   of	  constantly	  being	  up	  to	  date	  with	  the	   latest	  knowledge	  and	  therefore	  prioritizes	  both	  depth	  and	  breadth	  in	  his	  employees’	  ongoing	  education.	  	  	  
The	  learning	  organization	  Regular	   briefings	   both	   on	   the	   continuous	   improvement	  work	   as	  well	   as	   other	  important	   aspects	   are	   done	   (Senior	   Manager	   A2,	   2015).	   In	   addition	   to	   this,	  discussions	  amongst	  the	  employees	  are	  also	  commonly	  held	  to	  share	  progress	  or	  experience,	   sometimes	   also	   involving	   suppliers	   (Middle	   Manager	   A2,	   2015).	  Management	   continuously	   support	   learning	   and	   is	   positive	   towards	   courses	  during	  personal	  development	  meetings	  and	  focuses	  on	  giving	  feedback	  on	  ideas	  and	  suggestions	  as	  quickly	  as	  possible.	  	  	  
Measurement	  and	  results	  Continuous	   improvements	  are	  measured	   through	   the	  suggested	  measurements	  in	   System	   C2TM.	   Senior	   Manager	   A2	   (2015)	   says	   that	   they	   have	   prioritized	  measurements	   like	   satisfied	   customer	   and	   satisfied	   employer	   rather	   than	  financial	  measurements.	  Especially	  deviations	  in	  these	  are	  noted	  and	  dealt	  with.	  All	  measurements	  timely	  reviewed	  and	  measured,	  these	  are	  then	  communicated	  in	   the	  weekly	  newsletter	  and	  personal	  development	  meetings	   (Senior	  Manager	  A2,	  Middle	  Manager	  A2	  and	  Electrician	  A2,	  2015).	  	  	  	  
Encouragement	  and	  rewards	  Earlier,	   the	   company	   rewarded	   continuous	   improvements	   with	   free	   lunches.	  Now,	   there	  are	  no	   rewards	  but	   rather	  positive	  attention	   from	  management	   for	  good	  work	   (Senior	  Manager	  A2	   and	  Middle	  Manager	  A2,	   2015).	   Success	   is	   not	  celebrated,	   however	   good	   results	   in	   continuous	   improvements	   are	   encouraged	  by	  management	  (Senior	  Manager	  A2,	  2015).	  	  
Communication	  and	  feedback	  systems	  Results	  are	  visualized	  often	  through	  the	  weekly	  newsletters	  and	  results	  that	  are	  closely	  connected	  to	  goals	  are	  discussed	  at	  the	  personal	  development	  meetings	  (Senior	  Manager	  A2,	  2015).	  This	  allows	  all	  employees	  and	  management	  to	  aware	  of	  the	  aims	  of	  the	  organization	  says	  Senior	  Manager	  A2	  and	  Middle	  Manager	  A2	  (2015).	  Through	  the	  customer,	  supplier	  and	  employee	  questionnaires,	  it	  is	  clear	  how	  to	  recognize	  successful	  as	  well	  as	  poor	  results	  (Senior	  Manager	  A2,	  2015).	  	  	  However,	  System	  C2TM	  is	  still	  not	  used	  as	  much	  as	  management	  would	  like	  it	  to	  be	  (Senior	  Manager	  A2	  and	  Middle	  Manager	  A2,	  2015).	  	  	  
Employee	  empowerment	  Senior	   Manager	   A2	   and	   Middle	   Manager	   A2	   (2015)	   say	   they	   both	   work	   with	  encouraging	  continuous	  improvements	  and	  continuously	  asking	  for	  ideas	  of	  the	  employees.	   Senior	  Manager	  A2	  also	   says	   that	   the	  management	  group	  has	   clear	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roles	  within	  the	  improvement	  work,	  this	  includes	  motivating	  the	  employees	  and	  giving	  feedback	  without	  criticizing.	  	  
Management	  commitment	  Electrician	  A2	   (2015)	   claims	   that	   it	   is	   very	   seldom	   that	  management	  visits	   the	  workplace,	  usually	  the	  electricians	  simply	  solve	  their	  issues	  on	  site	  with	  out	  the	  help	  of	  management.	  However,	  both	  Middle	  Manager	  A2	  and	  Senior	  Manager	  A2	  	  (2015)	   acts	   on	   issues	   raised	   and	   try	   to	   be	   available	   and	   speak	   with	   the	  employees	   if	   needed.	   According	   to	   all	   of	   the	   interviewees	   there	   are	   regular	  meetings	  about	  continuous	  improvements,	  but	  not	  enough	  (Senior	  Manager	  A2,	  Middle	  Manager	   A2	   and	   Electrician	   A2,	   2015).	  Middle	  Manager	   A2	   and	   Senior	  Manager	   A2	   (2015)	   claims	   that	   they	   engage	   in	   continuous	   improvement	  activities	  on	  a	  regular	  basis.	  	  
Integrating	  continuous	  improvement	  activities	  	  Senior	  Manager	  A2	  (2015)	  describes	  how	  the	  company	  works	   towards	  specific	  goals	   for	   continuous	   improvements	   in	   different	   time	   periods.	   Electrician	   A2	  (2015)	  describes	  how	  he	   focuses	  on	   improving	  his	  own	  work	  and	  solutions	  on	  site	   according	   to	   those	   goals,	   for	   example,	   decreasing	   energy	   usage	   in	   his	  suggested	  solution	  to	  the	  customer.	  Senior	  Manager	  A2	  (2015)	  says	  that	  he	  is	  the	  person	  in	  management	  that	  receives	  the	  most	  suggestions	  and	  is	  therefore	  most	  focused	   on	   implementation	   of	   these.	   He	   also	   mentions	   that	   management	   is	  thinking	  about	  investing	  in	  an	  improvement	  board	  to	  highlight	  suggestions	  and	  successful	  improvements.	  	  	   Middle	   Manager	   A2	   speaks	   of	   routines	   for	   continuous	  improvement	   and	   says	   that	   they	   follow	   the	   ISO	   program	   and	   System	   C2TM	  suggestions	   concerning	   this.	   This	   includes	   using	   System	   C2TM	   for	   handling	  suggestions	  but	   also	   that	  management	   should	  use	  one	  half	   a	   day	  per	  week	   for	  working	   with	   quality.	   Improvement	  meetings	   and	   action	   plans	   for	   continuous	  improvements	  according	  to	  C2	  are	  followed.	  Both	  Senior	  Manager	  A2	  and	  Middle	  Manager	  A2	  follow	  these	  rules,	  with	  the	  exception	  of	  time	  scarcity	  some	  weeks.	  Electrician	  A2	  (2015)	  on	  the	  other	  hand,	  works	  with	  continuous	  improvements	  continuously	  during	  his	  work	  rather	  than	  actively	  at	  certain	  times.	  	  	  	   To	   review	   stakeholders,	   in	   this	   case	   customers,	   suppliers	   and	  employees,	   questionnaires	   are	   used	   to	   note	   any	   deviations	   in	   needs	   or	  satisfaction	  (Senior	  Manager	  A2,	  Middle	  Manager	  A2	  and	  Electrician	  A2,	  2015).	  	  
Culture	  for	  continuous	  improvements	  All	   of	   the	   interviewees	   agree	   that	   there	   is	   a	   supportive	   culture	   for	   continuous	  improvements	   (Senior	   Manager	   A2,	   Middle	   Manager	   A2	   and	   Electrician	   A2,	  2015).	   Senior	  Manager	   A2	   and	  Middle	  Manager	   A2	   (2015)	   describe	   how	   they	  actively	   try	   to	   motivate	   the	   employees.	   Company	   A2	   has	   implemented	   and	  published	   a	   quality	   policy	   that	   includes	   commitment	   to	   continuous	  improvements	  (Senior	  Manager	  A2,	  2015).	  
	  
Process	  management	  	  
Leadership	  Driving	  Successful	  Implementation	  of	  Continuous	  Improvement	  Programs	  
	   111	  
Middle	   Manager	   A2	   (2015)	   says	   that	   they	   use	   standardized	   processes	   from	  System	  C2TM	  to	  handle	  continuous	  improvements.	  Still,	  Electrician	  A2	  (2015)	  and	  Middle	  Manager	  A2	  claims	  that	  it	  can	  be	  hard	  for	  the	  electricians	  to	  stop	  in	  their	  daily	  work	  to	  record	  a	  suggestion	  or	  an	  improvement	  made.	  Senior	  Manager	  A2	  (2015)	   says	   that	   they	   use	   System	   C2TM	   for	   any	   registration	   of	   continuous	  improvements.	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A	  summary	  of	  the	  interviews	  with	  Senior	  Manager	  B1,	  Middle	  Manager	  B1,	  
Electrician	  B1	  at	  Company	  B1	  
	  
Goals	  According	   to	  Middle	  Manager	  B1	   (2015)	   Senior	  Manager	  B1,	   the	  CEO,	   sets	   the	  goals	   for	   the	   organization.	   Senior	   Manager	   B1	   (2015)	   describes	   how	   he	   and	  Kristina,	   whom	   works	   with	   economics	   at	   the	   office,	   are	   responsible	   for	   goal	  setting	  and	  follow	  up.	  He	  emphasizes	  that	  he	  discusses	  the	  goals	  in	  a	  sporadically	  manner	  with	  his	  employees	  at	  the	  office	  during	  coffee	  breaks	  and	  sets	  the	  goals	  together	  with	  them.	  Senior	  Manager	  B1	  (2015)	  gives	  examples	  of	  common	  goals	  such	  as	  energy	  and	  gas	  utilization	  for	  company	  cars.	  He	  describes	  measurement	  and	  goal	  setting	   for	  gas	  consumption	  as	  a	  complex	  task	  since	   it	  correlates	  with	  distance	   to	   the	   work	   place	   of	   the	   electricians,	   which	   changes	   over	   time.	  Therefore	  they	  have	  decided	  to	  focus	  on	  goals	  that	  are	  easier	  to	  measure	  such	  as	  electricity	  consumption.	   	  Senior	  Manager	  B1	  (2015)	  underlines	  communication	  as	  an	  important	  tool	  for	  creating	  a	  common	  goal	  and	  gives	  an	  example	  of	  when	  this	   has	   failed	   in	   their	   organization.	   He	   says	   that	   goals	   are	   communicated	   to	  project	  managers	  and	  sometimes	  electricians	  working	  on	  their	  own	  miss	  out	  on	  this	   information.	  Middle	  Manager	  B1	  (2015)	  says	   that	  goals	  are	  communicated	  at	  meetings	   and	   that	   this	   is	   positive	   since	   it	  makes	   it	   possible	   for	   everyone	   to	  collaborate	   towards	   a	   common	   goal.	   Electrician	   B1	   (2015)	   agrees	   that	  communication	   is	   a	   success	   factor	   for	   goal	   fulfillment	   and	   add	   that	   a	   work	  environment	   were	   he	   enjoys	   working	   and	   can	   talk	   to	   his	   manager	   about	  anything	   is	   important.	   Neither	   Electrician	   B1	   (2015)	   nor	   Middle	   Manager	   B1	  (2015)	   has	   individual	   achievement-­‐oriented	   goals	   in	   their	   work.	   They	   get	   job	  descriptions	  and	  whenever	  they	  finished	  one	  job	  they	  receive	  the	  description	  for	  the	  next	  one.	  Senior	  Manager	  B1	  (2015)	  says	   there	  are	  no	  connection	  between	  individual	  goals	  and	  the	  strategic	  goals	  of	  the	  company.	  Similarly,	  Electrician	  B1	  (2015)	   and	   Middle	   Manager	   B1	   (2015)	   do	   not	   describe	   a	   clear	   connection	  between	   individual	   performances	   and	   the	   strategic	   targets	   and	   vision	   of	   the	  company.	  However,	  Middle	  Manager	  B1	  (2015)	  states	  that	  the	  overall	  goal	  is	  to	  be	   as	   successful	   as	   possible	   and	   when	   things	   are	   going	   great,	   the	   electricians	  might	  get	  a	  bonus.	  	  
	  
Teamwork	  Senior	  Manager	  B1,	  Middle	  Manager	  B1	  and	  Electrician	  B1	  (2015)	  all	  agree	  that	  a	   lot	   of	   work	   is	   performed	   in	   teams,	   especially	   electricians	   working	   at	   larger	  projects	  but	  also	  among	  project	  managers	  at	  the	  office.	  Working	  in	  teams	  at	  the	  office,	  Senior	  Manager	  B1	  (2015)	  states	   that	  no	  review	  of	   team	  performance	   is	  conducted.	   However,	   the	   electricians	   sometimes	   and	   when	   there	   is	   time,	   talk	  about	  what	  went	  well	  and	  what	  went	  wrong	  in	  the	  project	  and	  share	  experiences	  and	   knowledge.	   The	   team	   leader	   supports	   them	   in	   their	   work	   and	   delegates	  work	  activities	  but	  they	  do	  not	  receive	  coaching	  from	  an	  external	  coach	  (Senior	  Manager	  B1,	  Middle	  Manager	  B1,	  Electrician	  B1,	  2015).	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Leadership	  At	   meetings	   Senior	   Manager	   B1	   usually	   talk	   about	   continuous	   improvements	  and	  the	  importance	  of	  registering	  the	  improvements	  suggestion	  in	  System	  C2TM	  (Senior	  Manager	   B1,	  Middle	  Manager	   B1,	   Electrician	   B1,	   2015).	   He	   underlines	  the	  difficulties	  of	  motivating	  why	  employees	  should	  work	  with	  CI	  and	  why	  they	  should	  use	  System	  C2TM.	  The	  commitment	   for	  continuous	   improvements	  varies	  among	   staff	   and	   in	   general	  most	   improvement	   initiatives	   are	  never	   registered.	  When	  asked	  if	  he	  motivates	  his	  employees	  to	  work	  with	  CI,	  Senior	  Manager	  B1	  says	  no.	  Similarly,	  Middle	  Manager	  B1	  (2015)	  states	  that	  motivating	  employees	  is	   up	   to	   Senior	   Manager	   B1,	   but	   he	   cannot	   give	   examples	   of	   when	   this	   has	  happened.	   Electrician	   B1	   (2015)	   is	   motivated	   by	   finding	   ways	   to	   collaborate,	  making	  work	  more	  efficient	  and	  simple.	  He	  mentions	  one	  of	   their	   competitors,	  whom	  are	  committed	  to	  Lean	  and	  that	  collaborating	  with	  them	  has	  inspired	  him.	  He	  expresses	  that	  knowing	  that	  others	  work	  more	  efficient	  because	  of	  his	  ideas	  and	  suggestions	  is	  highly	  motivating	  (Electrician	  B1,	  2015).	  	  	  The	   relationships	   between	   CEO,	   team	   leaders	   and	   electricians	   are	   good.	   It	   is	  relaxed	   and	   all	   of	   the	   interviewees’	   expressed	   that	   the	   organization	   is	   flat,	  without	   hierarchy	   and	   that	   the	   culture	   promotes	   openness	   and	   sharing	  knowledge,	   ideas	   and	   experience	   (Senior	   Manager	   B1,	   Middle	   Manager	   B1,	  Electrician	  B1,	  2015).	  Leaders	  lead	  by	  example,	  they	  are	  all	  involved	  in	  CI	  work	  and	   Senior	  Manager	   B1	   and	  Middle	  Manager	   B1	   expresses	   that	   they	   both	   are	  motivated	   by	   contributing	   to	   improving	   the	   organization	   (Senior	  Manager	   B1,	  Middle	  Manager	  B1,	  2015).	  	  	  
Training	  and	  education	  All	   employees	   regularly	   attend	   training	   activities	   and	   courses	   to	   improve	   their	  skills,	  some	  are	  mandatory	  in	  order	  for	  them	  to	  keep	  their	  license	  and	  some	  are	  selected	   based	   on	   preference	   and	   area	   of	   interests.	   The	   courses	   are	   often	  competency	  based	  and	  not	  related	  to	  quality,	  CI,	  creativity	   training	  or	  personal	  development	   (Senior	   Manager	   B1,	   2015).	   However,	   Electrician	   B1	   attended	   a	  one-­‐day	  training	  course	  in	  Lean	  as	  he	  collaborated	  with	  a	  competitor	  (Electrician	  B1,	   2015).	   Senior	   Manager	   B1	   (2015)	   says	   that	   there	   is	   always	   a	   discussion	  about	  what	   courses	   to	  attend	  and	  underlines	   the	   importance	  of	   the	  employees	  being	  motivated	  to	  attend	  the	  course.	  	  	  
The	  learning	  organization	  Senior	   Manager	   B1	   states	   that	   there	   is	   always	   discussions	   going	   on	   were	  everyone	   shares	   knowledge	   and	   experience	   at	   the	   office	   (Senior	   Manager	   B1,	  2015).	  Middle	  Manager	  B1	   (2015)	   agrees	   and	   adds	   that	   this	   is	   also	  happening	  among	   the	   teams	  working	   in	   the	   field.	  Electrician	  B1	  says	   that	   since	   teams	  are	  changing	   members	   on	   every	   project,	   information	   spreads	   within	   the	  organization.	  He	  also	  states	  that	  he	  learns	  a	  lot	  from	  collaborating	  with	  external	  partners	  such	  as	  customers	  and	  other	  firms	  (Electrician	  B1,	  2015).	  	  	  
Measurement	  and	  results	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According	  to	  Senior	  Manager	  B1	  (2015)	  CI	   is	  measured	  as	  part	  of	   the	  balanced	  scorecard,	  which	  is	  regularly	  reviewed	  and	  followed	  up.	  Neither	  Middle	  Manager	  B1	  nor	  Electrician	  B1	  is	  sure	  of	  what	  is	  measured	  and	  how	  often	  it	  is	  evaluated.	  However,	   stating	   that	   information	   is	   communicates	   to	   them	   at	  meetings	   every	  month	  or	  every	  other	  month.	  According	  to	  Electrician	  B1	  (2015),	  CI	  work	  results	  would	   probably	   be	  much	   better	   if	   everyone	   registered	   the	   improvements	   that	  actually	  happen	  in	  System	  C2TM.	  	  	  
	  
Encouragement	  and	  rewards	  Earlier,	   improvement	   initiatives	  were	  rewarded	  with	  a	   lottery	   ticket.	  However,	  Company	  B1	  did	  not	  achieve	  the	  results	  they	  expected	  from	  the	  reward	  system.	  It	   did	   not	   lead	   to	   more	   relevant	   initiatives	   and	   after	   some	   time	   the	   reward	  system	  was	  cancelled.	  Currently	  there	  is	  no	  reward	  system	  (Senior	  Manager	  B1,	  2015).	   Senior	  Manager	  B1	   and	  Middle	  Manager	  B1	   encourage	   CI	   initiatives	   by	  giving	  positive	  feedback	  and	  encouraging	  employees	  that	  has	  an	  idea	  to	  log	  it	  in	  System	   C2TM.	  When	   faced	  with	   an	   irrelevant	   idea	   they	   communicate	  why	   they	  will	   not	  proceed	  with	   the	   suggestion	   (Senior	  Manager	  B1,	  Middle	  Manager	  B1,	  2015).	  	  	  	  	  
	  
Communication	  and	  feedback	  system	  Information,	  goals	  and	  results	  are	  communicated	  at	  employee	  meetings	  at	  least	  four	  times	  per	  year	  and	  at	  meetings	  with	  project	  managers	  every	  month	  (Senior	  Manager	  B1,	  2015).	  Information	  is	  also	  shares	  via	  text	  messages	  and	  e-­‐mail	  and	  all	  protocols	   from	  meetings	  are	  made	  available	   in	  a	  Drop	  box	   (Senior	  Manager	  B1,	  Middle	  Manager	  B1,	  Electrician	  B1	  (2015).	  	  
	  
Employee	  empowerment	  Senior	  Manager	   B1	   encourages	   all	   employees	   to	   participate	   in	   CI	  work	   and	   to	  register	   their	   ideas	   in	   System	   C2TM	   (Senior	   Manager	   B1,	   Middle	   Manager	   B1	  2015),	  however	  far	  from	  everyone	  participates.	  Electrician	  B1	  states	  that	  project	  managers	  and	  the	  CEO	  seldom	  ask	  him	  for	  improvement	  suggestions	  and	  ideas.	  However,	  Middle	  Manager	  B1	  says	  that	  he	  often	  asks	  his	  team	  members	  for	  ideas	  and	  Senior	  Manager	  B1	  often	  ask	  him	  for	  ideas	  and	  discusses	  issues	  with	  him	  at	  the	  office	  (Middle	  Manager	  B1,	  2015).	  According	  to	  both	  Middle	  Manager	  B1	  (2015)	  and	  Senior	  Manager	  B1	  (2015)	  there	  are	  no	  clear	  roles	  for	  employees	  working	  with	  CI.	  However,	  Electrician	  B1	  states	  that	  Senior	  Manager	  B1	  is	  responsible	  for	  CI	  work	  and	  Senior	  Manager	  B1	  adds	  that	  Kristina,	  responsible	  for	  economics,	  is	  also	  part	  of	  this	  (Electrician	  B1,	  Senior	  Manager	  B1,	  2015).	  	  	  
Management	  commitment	  Senior	   Manager	   B1	   and	   Middle	   Manager	   B1	   spend	   most	   of	   their	   time	   at	   the	  office,	   sometimes	   they	   visit	   construction	   sites	   and	   they	   are	   more	   engaged	   in	  some	   projects.	   However,	   the	   electricians	   handle	   most	   projects	   and	   Senior	  Manager	   B1	   and	  Middle	  Manager	   B1	   trust	   them	   to	   do	   so	   (Senior	  Manager	   B1,	  Middle	  Manager	   B1,	   Electrician	   B1,	   2915).	   At	   the	   office	   everyone	  works	   in	   an	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open	  office	   landscape	   and	   are	   available	   for	   all	   employees	   if	   they	  want	   to	   raise	  issues	   or	   discuss	   something.	   Electrician	   B1	   (2015)	   states	   that	   he	   is	   always	  approached	   with	   positive	   feedback	   on	   his	   improvement	   ideas	   and	   Middle	  Manager	  B1	  (2015)	  says	  that	  managers	  always	  give	  an	  explanation	  on	  why	  they	  do	   not	   proceed	   with	   some	   ideas	   and	   discusses	   this	   with	   the	   employees.	   Four	  times	   a	   year	   Senior	   Manager	   B1	   hosts	   meeting	   with	   all	   employees	   and	   CI	   is	  always	   on	   the	   agenda.	   They	   use	   group	   discussions	   and	   post-­‐it	   notes	   to	   raise	  ideas	   and	   communicates	   why	   CI	   is	   important	   (Senior	   Manager	   B1,	   Middle	  Manager	  B1,	  Electrician	  B1,	  2015).	  However,	  the	  general	  concept	  of	  quality	  is	  not	  discussed	   and	   the	   employees	   have	   not	   attended	   any	   courses	   our	   training	  activates	  in	  quality	  management	  (Senior	  Manager	  B1,	  2015).	  
	  
Integrating	  CI	  activities	  Company	  B1	  has	  a	  routine	  for	  working	  with	  CI.	  All	  employees	  can	  register	  ideas	  in	  System	  C2TM	  through	  an	  application	  in	  their	  smart	  phones.	  The	  suggestions	  is	  reviewed	   by	   Senior	  Manager	   B1	  whom	   gives	   feedback	   to	   the	   employee	  whom	  submitted	   the	   idea	  and	  also	   talks	  about	  CI	  and	  recent	  suggestions	  at	  employee	  meetings	  four	  times	  a	  year.	  However,	  few	  employees	  are	  involved	  in	  this	  routine	  and	  many	  works	  with	   CI	   in	   their	   daily	  work	  without	   registering	   them	   (Senior	  Manager	   B1,	   Middle	   Manager	   B1,	   Electrician	   B1,	   2015).	   Senior	   Manager	   B1	  underlines	   that	   it	   is	   difficult	   to	   make	   the	   employees	   use	   the	   app	   since	   they	  cannot	   see	   the	  benefits	  of	  documentation.	  According	   to	  Senior	  Manager	  B1,	  no	  time	  and	  resources	  are	  dedicated	  to	  CI	  work	  except	  for	  employee	  meetings	  and	  implementation	   of	   ideas	   that	   has	   been	   approved	   (Senior	   Manager	   B1,	   2015).	  Company	  B1	  has	   identified	   their	  major	   stakeholders:	   customers	   and	   suppliers.	  As	  for	  suppliers	  they	  continuously	  discuss	  the	  collaboration	  and	  deliveries	  when	  they	   meet.	   Incorrect	   deliveries	   are	   logged	   in	   order	   to	   see	   statistics	   (Middle	  Manager	   B1,	   2015).	   Customer	   surveys	   are	   used	   to	   evaluate	   customer	  satisfaction.	   Senior	   Manager	   B1	   (2015)	   states	   that	   they	   almost	   always	   have	  positive	  outcomes	  on	  these	  surveys	  and	  if	  they	  find	  deviations	  they	  discuss	  how	  to	   handle	   the	   situation.	   Some	   CIs	   are	   linked	   to	   the	   overall	   goals	   of	   the	  organization	  such	  as	  increased	  usage	  of	  LED	  lighting	  that	  has	  a	  clear	  connection	  to	  their	  environmental	  goals	  (Middle	  Manager	  B1,	  2015).	  	  	  	  	  	  	  	  
Culture	  for	  CI	  Middle	   Manager	   B1	   and	   Electrician	   B1	   (2015)	   describes	   a	   supportive	  environment	   for	   CI,	   however	   far	   from	   everyone	   contributes	   to	   CI	   suggestions	  and	  many	   improvements	   are	   never	   logged,	  making	   it	   difficult	   to	  measure	   and	  follow	  up	  on	  CI	  work.	  Employees	  work	   in	  groups	  with	  CI	  at	  meetings	  however	  there	  are	  no	  improvement	  groups	  within	  the	  organization	  (Middle	  Manager	  B1,	  2015).	   	  The	   firm	   is	  committed	  to	  CI	  work	  through	  their	  policy	  and	  ISO-­‐	   license	  connected	  to	  EIO-­‐Q.	  	  
	  
Process	  management	  Company	   B1	   is	   not	   a	   process-­‐oriented	   firm.	   The	   general	   attitude	   towards	  paperwork	  and	  bureaucracy	  is	  that	  there	  is	  not	  enough	  time	  and	  work	  is	  kept	  as	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simple	   as	   possible.	   There	   are	   no	   timely	   reviews	   of	   work	   processes	   (Senior	  Manager	  B1,	  2015).	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A	  summary	  of	  the	  interviews	  with	  Senior	  Manager	  B2	  ,	  Middle	  Manager	  B2,	  
Electrician	  B2	  at	  Company	  B2	  
	  
Goals	  Senior	  Manager	  B2	  (2015)	  states	  that	  their	  business	  group	  of	  six	  people	  timely	  revise	   vision,	   mission	   and	   plans	   for	   the	   organization.	   However,	   individual	  objectives	   are	   not	   specified	   for	   all	   individuals,	   which	   is	   confirmed	   from	   both	  Middle	  Manager	  B2	  (2015)	  and	  Electrician	  B2	  (2015).	  Both	  Middle	  Manager	  B2	  and	   Senior	   Manager	   B2	   (2015)	   are	   well	   aware	   of	   when	   the	   planned	   review	  meetings	   are	   held	   and	   what	   is	   dealt	   with,	   unlike	   Electrician	   B2	   (2015).	   Still,	  Electrician	  B2	  is	  the	  only	  person	  interviewed	  who	  has	  identified	  success	  factors	  linked	   to	   the	   business	   objectives.	   None	   of	   the	   interviewees	   have	   mentioned	  common	   goals	   or	   the	   importance	   of	   communication	   these,	   Senior	  Manager	   B2	  (2015)	   is	   the	   only	   person	   interviewed	   that	   speaks	   of	   visualizing	   goals.	   Both	  Senior	   Manager	   B2	   and	   Middle	   Manager	   B2	   (2015),	   senior	   management,	   can	  describe	   how	   they	   work	   towards	   goals,	   but	   only	   Senior	   Manager	   B2	   (2015)	  speaks	   of	   the	   link	   between	   business	   objectives	   and	   individual	   activities	   in	   his	  work.	  He	   is	  also	   the	  only	  person	  who	  creates	  awareness	  of	   long-­‐term	  goals	   for	  managers.	  	  	  
Teamwork	  Senior	  Manager	   B2	   (2015)	   describes	   how	   he	   can	   be	   a	   delegating	   team	   leader.	  However,	  he	  does	  not	  put	  any	  emphasize	  on	  evaluating	  or	   reviewing	   in	   teams.	  Middle	  Manager	  B2	   (2015)	  and	  Electrician	  B2	   (2015)	   recognizes	   this,	  but	   they	  also	   point	   out	   how	   the	   electricians	   switches	   teams	   and	   work	   with	  communication	  within	  the	  teams	  by	  talking	  and	  discussing.	  	  
Leadership	  Both	  Middle	  Manager	  B2	  and	  Electrician	  B2	  (2015)	  confirm	  that	  Middle	  Manager	  B2	   and	   Senior	   Manager	   B2	   try	   to	   motivate	   the	   employees	   to	   work	   with	   and	  spread	   commitment	   for	   continuous	   improvement	   and	   ask	   questions	   about	  problems.	  Senior	  Manager	  B2	  (2015)	  is	  in	  charge	  of	  receiving	  and	  disseminating	  knowledge	  and	  leads	  by	  example	  but	  does	  not	   focus	  on	  spreading	  commitment	  for	   continuous	   improvements,	   unlike	   Middle	   Manager	   B2	   who	   motivates	   and	  spreads	   commitment.	   She	   is	   also	   very	   active	   in	   receiving	   and	   disseminating	  knowledge.	   Both	   Middle	   Manager	   B2	   and	   Senior	   Manager	   B2	   (2015)	   lead	   by	  example	  and	   in	  addition,	  Middle	  Manager	  B2	   invests	   time	   in	  building	   relations	  and	   asking	   for	   ideas.	   Senior	   Manager	   B2	   has	   earlier	   been	   criticized	   for	   not	  associating	  enough	  with	  his	  employees.	  Both	  of	  the	  leaders	  at	  Company	  B2	  leads	  towards	   company	   goals	   in	   their	   everyday	   work	   (Senior	   Manager	   B2,	   Middle	  Manager	   B2	   and	   Electrician	   B2,	   2015),	   however	   only	   Senior	   Manager	   B2	   is	  motivated	   by	   a	   higher	   purpose	   in	   his	   work.	   As	   president	   of	   the	   firm,	   he	   is	  constantly	   looking	   for	   new	   challenges	   and	   ideas	   on	   how	   to	   improve	   the	  enterprise.	  Middle	  Manager	  B2	  and	  Senior	  Manager	  B2	  are	  both	  very	  active	  and	  participate	  in	  working	  with	  continuous	  improvements.	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Training	  and	  education	  Earlier	   in	   2014,	   Company	   B2	   was	   visited	   by	   consultants	   whom	   assessed	   the	  situation	  of	   the	   firm,	  all	  of	   the	  skills	  needed	  of	  managers	  and	  changes	  required	  for	  improving	  results	  was	  assessed,	  however	  this	  is	  not	  made	  on	  a	  regular	  basis	  (Senior	  Manager	   B2,	   2015).	   	   All	   of	   the	   employees	   receives	   training	   in	   specific	  competences,	  both	  managers	  as	  well	  as	  electricians	  (Senior	  Manager	  B2,	  Middle	  Manager	  B2	  and	  Electrician	  B2,	  2015).	  This	   is	  decided	  with	  a	  competence	  map	  and	  personal	  development	  conversations.	  However,	  Middle	  Manager	  B2	  (2015)	  expresses	   his	   concerns	   of	   not	   prioritizing	   courses	   enough	   for	   his	   employees.	  Also,	  the	  personal	  development	  conversations	  have	  not	  been	  held	  as	  they	  should,	  but	   with	   much	   longer	   time	   spans	   between	   than	   agreed.	   All	   of	   the	   managers	  responsible	   for	   continuous	   improvements	  have	  attended	  necessary	  courses	   for	  this	  (Middle	  Manager	  B2	  and	  Senior	  Manager	  B2,	  2015).	  	  	  
The	  learning	  organization	  Regular	  briefings	  are	  held;	  there	  is	  a	  newly	  started	  business	  group	  that	  includes	  certain	   employees	   and	   managers	   with	   the	   purpose	   of	   handling	   and	   assessing	  goals	  and	  changes	  needed.	  This	   is	  a	  substitute	   instead	  of	  the	  monthly	  meetings	  that	  were	  held	  with	  all	   the	  employees	  at	   the	  company.	  There	  are	  also	  two	  ISO-­‐meetings	   held	   assessing	   continuous	   improvements	   and	   other	   standards	   that	  need	   to	  be	  upheld	  (Senior	  Manager	  B2,	  Middle	  Manager	  B2	  and	  Electrician	  B2,	  2015).	  However,	  Senior	  Manager	  B2	  (2015)	  claims	  he	  is	  a	  doer	  and	  expresses	  a	  dislike	  for	  meetings	  as	  this	  involves	  too	  much	  talking	  in	  his	  opinion.	  Lastly,	  there	  are	  start-­‐up	  meetings	  for	  certain	  large	  projects,	  where	  the	  managers	  provide	  the	  project	  group	  with	  necessary	  information	  before	  starting	  work.	  	  Work	   rotations	   are	   made	   as	   all	   of	   the	   electricians	   constantly	   change	   teams	  (Electrician	  B2,	  Middle	  Manager	  B2	   and	   Senior	  Manager	  B2,	   2015).	   The	   teams	  are	  often	  mixed	  with	  experienced	  and	   inexperienced	  electricians	   to	  maintain	  a	  high	  learning	  curve	  and	  secure	  enough	  knowledge	  in	  each	  team.	  According	  to	  all	  of	   the	   interviewees,	   the	  teams	  discuss	  at	  site	  and	   learn	  continuously.	  However,	  there	   is	   no	   specific	   time	   assigned	   to	   such	   occasions	   (Electrician	   B2,	   Senior	  Manager	  B2,	  2015).	  Individual	  learning	  is	  promoted	  of	  all	  employees	  both	  in	  the	  teams	  and	  through	  courses	   through	   lectures	   in	   the	  tool	  System	  C2TM.	  However,	  there	  are	  no	  highlighting	  examples	  of	  successful	  continuous	  improvements	  made	  (Middle	  Manager	  B2,	  2015).	  	  All	  of	   the	  departments	  at	   the	  company	  collaborate.	  However,	  benchmarking	  or	  collaborations	  with	  external	  partners	  are	  not	  used	  (Middle	  Manager	  B2,	  2015).	  	  	  
Measurements	  and	  KPI:s	  Only	   the	   managers	   are	   aware	   of	   how	   measurements	   and	   results	   are	   handled	  (Electrician	   B2,	   2015).	   Middle	   Manager	   B2	   (2015)	   is	   the	   only	   person	   who	  actively	   works	   with	   continuous	   improvements-­‐	   and	   customer	   satisfaction	  measurements.	  Senior	  Manager	  B2	  (2015)	  mostly	  focuses	  on	  financial	  indicators	  as	   profitability.	   None	   of	   the	   managers	   find	   that	   there	   is	   a	   clear	   connection	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between	   the	  business	   activities,	   goals	   and	  measurements.	  However,	   deviations	  from	   the	   goals	   or	   customer	   surveys	   are	   identified	   on	   all	   levels	   and	   always	  followed	  up	  according	  to	  Middle	  Manager	  B2	  (2015).	  	  
Encouragement	  and	  rewards	  All	  of	  the	  interviewees	  mention	  that	  there	  used	  to	  be	  rewards,	  however	  they	  did	  not	   get	   the	   anticipated	   affect	   and	   were	   therefore	   removed.	   The	   reward	   was	  usually	  a	   lottery	  ticket	  (Senior	  Manager	  B2,	  Middle	  Manager	  B2	  and	  Electrician	  B2,	   2015).	   Celebrating	   success	   was	   not	   mentioned,	   nor	   was	   anything	   else	   to	  highlight	   success	   and	   progress.	   The	   electrician	   Electrician	   B2	   (2015)	   spoke	  about	  the	  inner	  satisfaction	  of	  improving	  his	  own	  everyday	  life	  by	  working	  with	  continuous	   improvements	   as	   a	   booster	   rather	   than	   any	   other	   reward.	   Both	  Middle	   Manager	   B2	   and	   Senior	   Manager	   B2	   (2015)	   work	   with	   encouraging	  results	   actively,	   however	   this	   process	   is	   not	   visual	   to	   the	  whole	   company	   but	  rather	  focuses	  on	  providing	  feedback	  to	  the	  initiator	  or	  the	  improvement.	  	  	  
Communication	  and	  feedback	  systems	  None	   of	   the	   interviewees	   work	   with	   displaying	   results	   connected	   to	   goals	   or	  with	   visualizing	   the	   results	   quickly	   to	   the	   whole	   organization	   (Electrician	   B2,	  Middle	   Manager	   B2	   and	   Middle	   Manager	   B2,	   2015).	   The	   business	   group	   is	   a	  newly	   established	   mechanism	   for	   communication	   of	   aims	   and	   results	   to	   the	  organization.	  The	  group’s	  purpose	  is	  also	  to	  highlight	  and	  feedback	  success	  and	  poor	   results	   as	   closer	   link	   between	   management	   and	   employees	   as	   well	   as	  horizontally	  in	  the	  organization	  (Senior	  Manager	  B2,	  2015).	  However,	  according	  to	   Middle	   Manager	   B2	   (2015),	   there	   is	   no	   mechanism	   for	   recognizing	   and	  communicating	   success	   of	   continuous	   improvements	   to	   the	   employees,	   more	  than	   on	   an	   individual	   level.	   Best	   practice	   of	   continuous	   improvements	   follows	  System	  C2TM	  and	  its	  practices,	  introduced	  by	  Middle	  Manager	  B2	  (2015).	  	  
Employee	  empowerment	  	  All	  of	  the	  interviewees	  agree	  that	  management	  tries	  to	  encourage	  the	  employees	  to	   work	   with	   continuous	   improvements,	   note	   ideas	   continuously	   and	   do	   not	  criticize	   the	   employees	   but	   rather	   give	   a	   motivation	   to	   the	   decision	   made	  (Electrician	   B2,	   Middle	   Manager	   B2	   and	   Senior	   Manager	   B2,	   2015).	   Middle	  Manager	   B2	   has	   the	   responsible	   role	   for	   continuous	   improvements	   and	   is	   the	  only	   person	   who	   truly	   motivate	   motivates	   the	   employees	   to	   work	   with	  continuous	   improvements.	   However,	   this	   is	   not	   made	   through	   creating	  challenges	   or	   displaying	   successful	   examples.	   Instead,	   Middle	   Manager	   B2	  (2015)	   tries	   to	  motivate	   the	  employees	   through	  communicating	  and	  discussing	  the	   benefits	   of	   continuous	   improvements.	   Both	   Middle	   Manager	   B2	   and	  Electrician	  B2	  (2015)	  ask	  the	  employees	  for	  ideas	  on	  a	  regular	  basis.	  	  	  
Management	  commitment	  Senior	   Manager	   B2	   and	   Electrician	   B2	   (2015)	   claims	   that	   Senior	   Manager	   B2	  regularly	  shows	  up	  at	   the	  workplace.	  Middle	  Manager	  B2	  (2015)	   ,	  on	  the	  other	  hand,	   has	   not	   been	   given	   the	   possibility	   to	   do	   so	   by	   Senior	  Manager	   B2.	   Still,	  
Leadership	  Driving	  Successful	  Implementation	  of	  Continuous	  Improvement	  Programs	  
	  120	  
Middle	  Manager	   B2	   (2015)	   is	   the	   person	  who	   takes	   the	  most	   time	   out	   of	   her	  daily	   work	   to	   be	   available	   and	   speak	   to	   the	   employee.	   Also,	   she	   engages	   in	  activities	  that	  raise	  awareness	  and	  understanding	  for	  continuous	  improvements.	  	  Senior	   Manager	   B2	   is	   the	   only	   person	   with	   authority	   to	   act	   and	   decide	   on	  suggestions	  of	  continuous	  improvements	  and	  is	  therefore	  responsible	  for	  giving	  feedback	  and	  acting	  on	  suggestions.	  	  	  
Integrating	  continuous	  improvement	  activities	  Continuous	   improvement	   is	  not	  actively	  prioritized	   in	   the	  everyday	  work	  of	  an	  employee	   at	   Company	   B2	   (Electrician	   B2,	   Middle	   Manager	   B2	   and	   Senior	  Manager	   B2,	   2015).	   Instead	   it	   is	   integrated	   in	   the	   work	   and	   happens	  continuously	  but	  is	  not	  connected	  to	  aims	  and	  goals	  directly.	  No	  self-­‐assessment	  is	   made	   during	   these	   times,	   there	   used	   to	   be	   an	   improvement	   board	   but	   it	   is	  hardly	  used	  now.	  During	  the	  ISO-­‐meetings,	  time	  and	  resources	  are	  put	  forward	  towards	   working	   with	   continuous	   improvements	   (Middle	   Manager	   B2,	   2015).	  Also,	   routines	   for	   continuous	   improvement	   work	   as	   well	   as	   customer	   and	  supplier	  reviews	  are	  made	  according	  to	  System	  C2TM.	  Focus	  on	  implementing	  the	  improvements	   suggested	   is	   often	   high	   and	   most	   improvements	   suggested	   are	  implemented.	   If	   a	   deviation	   or	   a	   complaint	   is	   put	   forward,	   the	   customer	   or	  supplier	  is	  immediately	  contacted	  for	  feedback	  (Middle	  Manager	  B2,	  2015).	  Also,	  the	  business	  group’s	  focus	  is	  to	  shorten	  the	  distance	  between	  such	  complaints	  or	  deviations	   and	   management.	   The	   purpose	   is	   to	   find	   explanations	   from	   the	  employees	  in	  their	  everyday	  work.	  	  	  
Culture	  for	  continuous	  improvements	  All	   of	   the	   interviewees	   are	   working	   to	   create	   a	   supportive	   environment	   for	  continuous	   improvements	   (Electrician	   B2,	   Middle	   Manager	   B2	   and	   Senior	  Manager	   B2,	   2015).	   However,	   they	   still	   have	   a	   long	  way	   to	   go	   as	   the	   attitude	  towards	   System	   C2TM	   and	   continuous	   improvements	   is	   still	   struggling.	   Middle	  Manager	   B2	   and	   Senior	   Manager	   B2	   (2015)	   both	   agree	   that	   it	   has	   improved	  since	   they	   started	   the	  work	  with	   ISO	  when	   they	   implemented	   a	   quality	   policy	  that	  included	  continuous	  improvements.	  Middle	  Manager	  B2	  (2015)	  claims	  to	  be	  most	   active	   of	   all	   the	   interviewees	   in	   promoting	   work	   with	   continuous	  improvements.	  They	  all	  see	  the	  newly	  started	  multi-­‐disciplinary	  business	  group	  as	   a	   possibility	   to	   quickly	   improve	   on	   their	   everyday	   work	   (Electrician	   B2,	  Middle	  Manager	  B2	  and	  Senior	  Manager	  B2,	  2015).	  	  
Process	  management	  	  None	  of	   the	   interviewees	  speaks	  of	  paper	  work	  or	  documentation	  of	  processes	  other	   than	   those	   that	   are	   provided	   by	   System	   C2TM	   (Electrician	   B2,	   Middle	  Manager	   B2	   and	   Senior	  Manager	   B2,	   2015).	   Senior	  Manager	   B2	   (2015)	   points	  out	   the	   importance	   of	   identifying	   critical	   processes	   such	   as	   important	   steps	   in	  the	   projects	   for	   example	   start-­‐up	   meetings	   for	   expensive	   projects.	   Middle	  Manager	   B2	   (2015)	   also	   claims	   to	   work	   with	   best	   practice	   processes	   in	   the	  continuous	  improvement	  activities.	  Neither	  interviewee	  speaks	  of	  paper	  work	  or	  specific	   overcomplicated	   procedures	   (Electrician	   B2,	   Middle	   Manager	   B2	   and	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Senior	   Manager	   B2,	   2015).	   However,	   many	   employees	   see	   working	   in	   System	  C2TM	  as	  a	  complicated	  procedure	  as	  the	  system	  requires	  a	  break	  from	  the	  daily	  work	  in	  order	  to	  register	  the	   improvement	  (Electrician	  B2	  and	  Senior	  Manager	  B2,	  2015).	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7.	  Confirmed	  Activities	  from	  the	  List	  of	  Activities	  for	  Successful	  CI	  If	   an	   activity	  was	  performed	   the	  box	  was	   ticked	  with	   an	   “x”,	   if	   the	   respondent	  could	  not	  confirm	  the	  activity,	  the	  authors	  signed	  the	  box	  with	  “N/A”	  and	  if	  the	  respondent	  did	  not	  confirm	  that	  the	  activity	  was	  made	  the	  box	  was	  ticked	  with	  a	  “-­‐“.	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TeamworkIdentify)and)eliminate)"barriers")to)promote)teamwork)between)employees.) 6 6 6 xConduct)reviews)of)team)effectiveness)and)provide)guidance x x x 6Delegating)team)leader x 6 x xSustain)good)communication)within)the)team x 6 x xPersonal)chemistry)between)team)members 6 6 x 6
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Company 
A1
Company 
A2
Company 
B1
Company 
B2
Group&BGroup&A
Training'and'educationEducating*leaders x x x xEducating*team*members x x x xCreativity*training N/A N/A 8 8Establish*a*mechanism*to*identify*and*review*the*need* x x x xfor*training*and*development*among*staffEvaluate*and*feedback*on*outcomes*of*training*courses N/A x N/A xPersonal*development*training*for*employees 8 x 8 xRaise*awareness*and*provide*training*in*CI*and*quality*management*for*all*managers x 8 8 xAssess*the*skills*needed*by*managers*to*manage*the*employees 8 x 8 x
The$learning$organizationHold%regular%briefings x x x xWork%rotations x N/A x xProfessional%development%through%discussion x x x xUse%benchmarking%techniques%to%compare%within/outside%the%organization x N/A x AOrganizational%and%individual%learning%should%be%actively%promoted x x x xEnable%both%management%and%employees%to%share%experience%and%progress x x x xCollaborating%with%other%departments N/A N/A N/A xHighlighting%successful%examples%of%CI A A A ACollaborate%with%external%partners x N/A x A
Measurement*and*resultsMeasure'KPIs'for'CI x x x xRegularly'identify'and'review'performance'indicators x x x xRegularly'and'timely'measurement'of'performance'against'performance'indicators x x x xAvoid'too'much'focus'on'financial'indicators x x x xEstablish'mechanisms'to'identify'success'at'organizational,'team'and'individual'level N/A x N/A xNote'deviations N/A x N/A x
Encouragement,and,rewardsReward'success x , x ,Encourage'good'results x x x xCelebrate'success x , N/A ,No'individual'financial'results x x x x
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Company 
A1
Company 
A2
Company 
B1
Company 
B2
Group&BGroup&A
Communication*and*feedback*systemsDisplay(results(connected(to(goals x x x 3Visualize(results(quickly x x 3 3Make(management(and(employees(aware(of(results(of(measurements x x x xHighlight(best(practices(as(well(as(non3conformity 3 N/A 3 xHighlight(and(feedback(success(and(poor(results(to(employees x x x xEstablish(mechanisms(for(recognizing(and(communication(success x x 3 3Establish(effective(communication(mechanisms(to(communicate(the(aims(of(the(organizations x x x xEstablish(effective(communication(channels(that(runs(information(vertically(and(horizontally(at(all(levels x 3 x x
Employee(empowermentManagers(should(encourage(all(employees(to(participate(in(identifying(improvements(and(making(change x x x xAsk(employees(for(their(ideas x x x xNote(ideas(continuously x x x xCreate(roles(for(employees(working(with(CI x x x xAvoid(criticizing(employees x x x xCreate(challenges(for(employees > > > >Motivate(employees x x x x
Management(commitmentTop$management$shows$up$at$the$workplace x 4 x xManagers$acts$on$issues$raised$by$staff$and$give$feedback x x x xManagers$should$regularly$be$available$and$speak$to$employees x x x xManagers$should$engage$in$activities$that$raises$awareness$and$understanding$for$CI$among$the$employees x x x xMake$all$employees$aware$of$the$general$concept$of$quality x N/A 4 N/A
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Company 
A1
Company 
A2
Company 
B1
Company 
B2
Group&BGroup&A
Integrating)continuous)improvement)activitiesUse$self'assessment$techniques$to$identify$improvement$areas$across$the$organization x N/A x 'Prioritize$CI$activities$based$on$the$aims$and$objectives$of$the$organization x x x 'Focus$on$implementation$of$improvements x x x xIdentify$appropriate$performance$trends$and$take$appropriate$action x N/A ' N/APut$up$improvement$boards ' ' ' 'Creating$routines$for$CI$work x x x xAllocate$time$and$resources$for$CI$activities x x x xHost$improvement$meetings x x x xCreate$an$action$plan$for$CI$work x x x xIdentify$major$stakeholders x N/A x N/AReview$strategies$after$feedback$from$stakeholders x N/A ' xEstablish$mechanisms$to$review$stakeholder$satisfaction x x x xEstablish$mechanisms$to$identify$changing$needs$and$expectations$of$stakeholders x x ' x
Culture'for'continuous'improvementsCreate&a&supportive&environment&for&CI x x x xDevelop&active&work&with&CI x x 8 xCreate&multi8disciplinary&improvement&groups x N/A x xImplement&and&publish&a&quality&policy&which&includes&commitment&to&CI x x x x
Process'managementRegularly)review)processes N/A N/A N/A 4Identify)and)document)business)processes N/A x N/A xIdentify)and)standardize)best)practice 4 N/A 4 xIdentify)the)needs)and)expectations)of)everyone)involved)in)the)processes 4 x 4 N/AAvoided)unnecessary)bureaucracy x x x N/AAvoided)excessive)paperwork x x x xAvoided)overcomplicates)procedures x x x x
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8.	  The	  PGLQ	  Survey	  –	  My	  Own	  Leadership	  Style	  	  
	   	  Instruktioner:	  Det	  här	  formuläret	  innehåller	  frågor	  om	  olika	  ledarskapsstilar.	  Det	  finns	  inga	  rätt	  eller	  fel.	  Testet	  kommer	  att	  fånga	  den	  ledarskapsstil	  du	  är	  mest	  benägen	  att	  använda	  i	  relation	  till	  dem	  du	  leder.	  Ringa	  in	  hur	  ofta	  varje	  påstående	  stämmer	  för	  ditt	  eget	  beteende.	  	   1	  =	  Aldrig,	  2	  =	  Nästan	  aldrig,	  3	  =	  Sällan,	  4	  =	  Då	  och	  då,	  5	  =	  Ofta,	  6	  =	  Vanligtvis,	  	  7	  =	  Alltid	  	  1.	  Jag	  låter	  mina	  anställda	  veta	  vad	  jag	  förväntar	  mig	  av	  dem	  	  1	  2	  3	  4	  5	  6	  7	  	  2.	  Jag	  bibehåller	  en	  vänlig	  arbetsrelation	  med	  mina	  anställda	  	   1	  2	  3	  4	  5	  6	  7	  	  3.	  Jag	  rådfrågar	  mina	  anställda	  när	  jag	  stöter	  på	  problem	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  4.	  Jag	  lyssnar	  på	  ett	  mottagande	  sätt	  till	  mina	  anställdas	  idéer	  och	  förslag	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  5.	  Jag	  informerar	  mina	  anställda	  om	  vad	  som	  behöver	  göras	  och	  hur	  det	  bör	  göras	   1	  2	  3	  4	  5	  6	  7	  	  6.	  Jag	  låter	  mina	  anställda	  veta	  att	  jag	  förväntar	  mig	  att	  de	  presterar	  på	  topp	  	  	   1	  2	  3	  4	  5	  6	  7	  	  7.	  Jag	  agerar	  utan	  att	  rådfråga	  mina	  anställda	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  8.	  Jag	  gör	  små	  saker/det	  lilla	  extra	  för	  att	  det	  ska	  vara	  trevligt	  att	  vara	  en	  del	  av	  gruppen	  	   1	  2	  3	  4	  5	  6	  7	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9.	  Jag	  ber	  mina	  anställda	  följa	  regler	  och	  standarder	   1	  2	  3	  4	  5	  6	  7	  	  10.	  Jag	  sätter	  utmanande	  mål	  för	  mina	  anställdas	  prestationer	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  11.	  Jag	  säger	  saker	  som	  sårar	  mina	  anställdas	  personliga	  känslor	   1	  2	  3	  4	  5	  6	  7	  	  12.	  Jag	  frågar	  mina	  anställda	  om	  förslag	  till	  hur	  vi	  ska	  utföra	  vissa	  uppgifter	   1	  2	  3	  4	  5	  6	  7	  	  13.	  Jag	  uppmuntrar	  ständiga	  förbättringar	  i	  prestationen	  hos	  min	  anställda	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  14.	  Jag	  förklarar	  för	  de	  anställda	  vilken	  prestationsnivå	  som	  förväntas	  av	  dem	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  15.	  Jag	  hjälper	  mina	  anställda	  att	  lösa	  problem	  som	  hindrar	  dem	  i	  deras	  arbete	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  16.	  Jag	  visar	  att	  jag	  tvivlar	  på	  de	  anställdas	  förmåga	  att	  nå	  sina	  mål	   1	  2	  3	  4	  5	  6	  7	  	  17.	  Jag	  frågar	  de	  anställda	  om	  förslag	  på	  vilket	  arbete	  som	  ska	  utföras	  	   1	  2	  3	  4	  5	  6	  7	  	  18.	  Jag	  ger	  otydliga	  beskrivningar	  om	  vad	  jag	  förväntar	  mig	  av	  de	  anställdas	  i	  deras	  arbete	  	  1	  2	  3	  4	  5	  6	  7	  	  19.	  Jag	  sätter	  ständigt	  utmanande	  mål	  för	  mina	  anställda	  att	  uppnå	  	   1	  2	  3	  4	  5	  6	  7	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  20.	  Jag	  beter	  mig	  på	  ett	  sätt	  som	  tar	  de	  anställdas	  personliga	  behov	  i	  beaktan	   1	  2	  3	  4	  5	  6	  7	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9.	  The	  PGLQ	  Survey	  –	  My	  Leaders	  Leadership	  Style	  
	  Instruktioner:	  Det	  här	  formuläret	  innehåller	  frågor	  om	  olika	  ledarskapsstilar.	  Det	  finns	  inga	  rätt	  eller	  fel.	  Testet	  kommer	  att	  fånga	  den	  ledarskapsstil	  som	  du	  upplever	  att	  din	  chef/teamledare	  är	  mest	  benägen	  att	  använda.	  Ringa	  in	  hur	  ofta	  varje	  påstående	  stämmer	  för	  din	  chefs/teamledares	  beteende.	  
	   1	  =	  Aldrig,	  2	  =	  Nästan	  aldrig,	  3	  =	  Sällan,	  4	  =	  Då	  och	  då,	  5	  =	  Ofta,	  6	  =	  Vanligtvis,	  	  7	  =	  Alltid	  	   1.	  Min	  ledare	  låter	  mig	  veta	  vad	  som	  förväntas	  av	  mig	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  2.	  Min	  ledare	  ser	  till	  att	  skapa	  en	  vänlig	  arbetsrelation	  till	  oss	  anställda	  	   1	  2	  3	  4	  5	  6	  7	  	  3.	  Min	  ledare	  rådfrågar	  mig	  när	  hon/han	  stöter	  på	  problem	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  4.	  Min	  ledare	  lyssnar	  på	  ett	  mottagande	  sätt	  till	  mina	  idéer	  och	  förslag	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  5.	  Min	  ledare	  informerar	  mig	  om	  vad	  som	  behöver	  göras	  och	  hur	  det	  bör	  göras	   1	  2	  3	  4	  5	  6	  7	  	  6.	  Min	  ledare	  låter	  mig	  veta	  att	  jag	  förväntas	  prestera	  på	  topp	  	  	   1	  2	  3	  4	  5	  6	  7	  	  7.	  Min	  ledare	  agerar	  utan	  att	  rådfråga	  oss	  anställda	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  8.	  Min	  ledare	  gör	  små	  saker/det	  lilla	  extra	  för	  att	  det	  ska	  vara	  trevligt	  att	  vara	  en	  del	  av	  gruppen	  	   1	  2	  3	  4	  5	  6	  7	  	  9.	  Min	  ledare	  ber	  mig	  att	  följa	  regler	  och	  standarder	   1	  2	  3	  4	  5	  6	  7	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  10.	  Min	  ledare	  sätter	  utmanande	  mål	  för	  mina	  prestationer	  	  	  	   1	  2	  3	  4	  5	  6	  7	  	  11.	  Min	  ledare	  säger	  saker	  som	  sårar	  mina	  personliga	  känslor	   1	  2	  3	  4	  5	  6	  7	  	  12.	  Min	  ledare	  frågar	  oss	  anställda	  om	  förslag	  till	  hur	  vi	  ska	  utföra	  visa	  uppgifter	   1	  2	  3	  4	  5	  6	  7	  	  13.	  Min	  ledare	  uppmuntrar	  mig	  när	  jag	  förbättrar	  mina	  prestationer	   1	  2	  3	  4	  5	  6	  7	  	  14.	  Min	  ledare	  förklarar	  för	  mig	  vilken	  prestationsnivå	  som	  förväntas	  av	  mig	  	   1	  2	  3	  4	  5	  6	  7	  	  15.	  Min	  ledare	  hjälper	  mig	  att	  lösa	  problem	  som	  hindrar	  mig	  i	  mitt	  arbete	  	   1	  2	  3	  4	  5	  6	  7	  	  16.	  Min	  ledare	  visar	  att	  hon/han	  tvivlar	  på	  min	  förmåga	  att	  nå	  mina	  mål	   1	  2	  3	  4	  5	  6	  7	  	  17.	  Min	  ledare	  frågar	  mig	  om	  förslag	  på	  vilket	  arbete	  som	  ska	  utföras	  	   1	  2	  3	  4	  5	  6	  7	  	  18.	  Min	  ledare	  ger	  otydliga	  beskrivningar	  om	  vad	  som	  förväntas	  av	  mig	  i	  mitt	  arbete	   1	  2	  3	  4	  5	  6	  7	  	  19.	  Min	  ledare	  sätter	  ständigt	  utmanande	  mål	  för	  mig	  att	  uppnå	   1	  2	  3	  4	  5	  6	  7	  	  20.	  Min	  ledare	  beter	  sig	  på	  ett	  sätt	  som	  tar	  mina	  personliga	  behov	  i	  beaktan	   1	  2	  3	  4	  5	  6	  7	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10.	  The	  Subordinate	  Characteristics	  Survey	  
	  	  Företaget	  jag	  arbetar	  för:	  ……………………………………………………………………………………………………	  Jag	  arbetar	  med	  ständiga	  förbättringar	  i	  mitt	  arbete:	  	  	  JA	  	  	  	  	  NEJ	  	  Instruktioner:	  Tänk	  dig	  in	  i	  din	  arbetssituation	  när	  du	  svarar	  på	  följande	  frågor.	  Det	  finns	  inget	  rätt	  eller	  fel.	  Testet	  är	  anonymt	  och	  kommer	  att	  fånga	  dina	  behov	  som	  medarbetare	  i	  olika	  situationer.	  Ringa	  in	  det	  tal	  (1-­‐5)	  på	  skalan	  som	  du	  tycker	  stämmer	  bäst	  överens	  för	  dig	  själv.	  (1)	  betyder	  att	  du	  tycker	  att	  påståendet	  till	  vänster	  stämmer	  bäst	  överens	  med	  dig	  och	  (5)	  betyder	  att	  påståendet	  till	  höger	  stämmer	  bäst	  överens	  med	  dig.	  	  	  	  Jag	  kan	  själv	  påverka	  vad	  som	  händer	  mig.	  Jag	  tror	  inte	  på	  ödet.	  	  
	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	  	   Om	  något	  är	  menat	  att	  hända	  så	  händer	  det.	  Det	  finns	  lite	  jag	  kan	  göra	  för	  att	  ändra	  på	  det.	  	  	  	  Jag	  har	  ett	  behov	  av	  att	  mina	  arbetsuppgifter	  är	  strukturerade	  och	  tydliga	   	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	   Jag	  har	  inget	  behov	  av	  att	  veta	  exakt	  hur	  jag	  ska	  genomföra	  en	  arbetsuppgift.	  	  	  	  Jag	  har	  ett	  stort	  behov	  av	  att	  min	  chef/teamledare	  är	  vänlig	  och	  inkluderande	   1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	   Jag	  mår	  bra	  i	  mitt	  arbete	  oavsett	  relation	  till	  min	  chef.	  	  	  Jag	  frågar	  ofta	  andra	  om	  hjälp	  i	  mina	  arbetsuppgifter	  när	  jag	  känner	  mig	  osäker	  
	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	   Jag	  känner	  tillit	  till	  min	  egen	  förmåga	  att	  klara	  av	  mina	  arbetsuppgifter	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11.	  The	  Task	  Characteristics	  Survey	  	  	  	  Företaget	  jag	  arbetar	  för:	  ……………………………………………………………………………………………………	  Jag	  arbetar	  med	  ständiga	  förbättringar	  i	  mitt	  arbete:	  	  	  JA	  	  	  	  	  NEJ	  	  Instruktioner:	  Tänk	  dig	  in	  i	  en	  arbetssituation	  där	  du	  arbetar	  med	  ständiga	  förbättringar	  när	  du	  svarar	  på	  följande	  frågor.	  Exempelvis,	  lämnar	  in	  förbättringsförslag,	  diskuterar	  förbättringar	  i	  grupp,	  har	  förbättringsdagar,	  är	  ute	  själv	  i	  arbetet	  och	  implementerar	  en	  förbättring.	  Det	  finns	  inget	  rätt	  eller	  fel.	  Testet	  är	  anonymt	  och	  kommer	  att	  fånga	  hur	  du	  ser	  på	  dina	  arbetsuppgifter	  och	  din	  arbetsmiljö	  när	  du	  gör	  förbättringsarbete.	  Ringa	  in	  det	  tal	  (1-­‐5)	  på	  skalan	  som	  du	  tycker	  stämmer	  bäst	  överens	  för	  dig	  själv.	  (1)	  betyder	  att	  du	  tycker	  att	  påståendet	  till	  vänster	  stämmer	  bäst	  överens	  med	  dig	  och	  (5)	  betyder	  att	  påståendet	  till	  höger	  stämmer	  bäst	  överens	  med	  dig.	  	  	  	  Mina	  uppgifter	  i	  förbättringsarbetet	  är	  tydliga	  och	  lätta	  att	  förstå	  	  	  
	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	  	   Mina	  uppgifter	  i	  förbättringsarbetet	  är	  tvetydiga,	  och	  är	  komplexa	  i	  sin	  natur	  I	  mitt	  förbättringsarbete	  får	  jag	  ofta	  nya	  och	  utmanande	  uppgifter	  som	  kan	  vara	  svåra	  att	  lösa	  
	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	   I	  mitt	  förbättringsarbete	  har	  jag	  ofta	  liknande	  och	  repetitiva	  uppgifter	  som	  jag	  vet	  hur	  jag	  ska	  lösa	  	  	  	  Jag	  har	  tydliga	  och	  strukturerade	  arbetskrav	  i	  mitt	  förbättringsarbete	   1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	   Jag	  har	  oklara	  och	  ostrukturerade	  arbetskrav	  i	  mitt	  förbättringsarbete	  	  	  Jag	  upplever	  att	  det	  finns	  en	  stark	  sammanhållning	  mellan	  mig	  och	  mina	  kollegor.	  	  	  	  Vi	  har	  tydliga	  roller	  med	  ansvarsområden	  i	  vårt	  arbete	  med	  ständiga	  förbättringar	  och	  jag	  vet	  vem	  som	  gör	  vad	  
	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	  	  	  	  1	  	  	  2	  	  	  3	  	  	  4	  	  	  5	  	  	  	  	  	  	  
Jag	  upplever	  att	  sammanhållningen	  mellan	  kollegorna	  inte	  är	  så	  stark.	  	  	  	  Vi	  har	  inga	  tydliga	  roller	  med	  ansvarsområden	  i	  arbetet	  med	  ständiga	  förbättringar	  och	  jag	  vet	  inte	  vem	  som	  är	  ansvarig	  för	  vad	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12.	  The	  Triangulation	  Survey	  	  Varje	  fråga	  besvarar	  du	  genom	  att	  välja	  på	  en	  skala	  1-­‐10	  hur	  sant	  du	  tycker	  att	  varje	  påstående	  är	  för	  dig	  i	  det	  företag	  du	  arbetar	  på.	  1	  =	  Inte	  sant.	  5=	  Sant	  ibland.	  10=	  Helt	  sant.	  När	  ”mina	  chefer”	  nämns	  i	  frågorna	  vill	  vi	  att	  du	  tänker	  på	  alla	  chefer	  som	  du	  har	  kontakt	  med	  i	  ditt	  arbete	  på	  företaget.	  	  	  	  Det	  finns	  inga	  rätt	  eller	  fel.	  Kryssa	  i	  det	  som	  du	  först	  kommer	  att	  tänka	  på.	  När	  du	  svarar	  är	  du	  anonym.	  	  Jag	  arbetar	  på:………………………………………………………………………………………………..	  Jag	  arbetar	  med	  ständiga	  förbättringar	  i	  mitt	  arbete:	  	  	  JA	  	  	  	  	  NEJ	  	  1.	  I	  sitt	  ledarskap	  uppfyller	  mina	  chefer	  mitt	  behov	  av	  ledning.	  	   1	  2	  3	  4	  5	  6	  7	  8	  9	  10	  	  2.	  Mina	  chefer	  ger	  mig	  tydliga	  instruktioner	  och	  regler	  för	  hur	  jag	  ska	  utföra	  mitt	  arbete,	  och	  visar	  mig	  vad	  som	  förväntas	  av	  mig.	   	   	  	  1	  2	  3	  4	  5	  6	  7	  8	  9	  10	  	  3.	  Mina	  chefer	  är	  vänliga	  och	  lätta	  att	  prata	  med,	  och	  gör	  allt	  för	  att	  underlätta	  mitt	  arbete.	  De	  behandlar	  alla	  lika	  och	  med	  samma	  respekt.	  	   	  	  1	  2	  3	  4	  5	  6	  7	  8	  9	  10	  	  4.	  Mina	  chefer	  låter	  mig	  vara	  med	  och	  ta	  viktiga	  beslut.	  	  	  	  1	  2	  3	  4	  5	  6	  7	  8	  9	  10	  	  5.	  Mina	  chefer	  utmanar	  mig	  att	  prestera	  på	  topp,	  att	  hela	  tiden	  utvecklas	  och	  bli	  bättre.	   	  1	  2	  3	  4	  5	  6	  7	  8	  9	  10	  	  
